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FOREWORD

The Military Issues Research Memorandum program of the
Strategic Studies Institute, US Army War College, provides a means of
dissemination of papers intended to stimulate thinking while not being
constrained by format. These memoranda are prepared by individuals
in areas related to their professional work or interests, or as adjuncts
to studies and analyses assigned to the Institute.

This research memorandum was prepared by the Institute as a
contribution to the field of national security research and study. As such
it does not reflect the official views of the Department of the Army or
Department of Defense. This memorandum is Volume II of a two-volume
set. It is the complete study produced on the subject; Volume I is an
abridgement in the form of an executive summary,

The author of this memorandum is Dr. Anthony L. Wermuth, a
member of the Strategic Studies Institute, US Army War College. Dr.
Wermuth is a 1940 graduate of West Point and a 1959 graduate of the
Army War College, with MA degrees from Columbia and George Washington
Universities, and a Ph, D, degree in political science from Boston University,
In addition to command and staff assignments during 32 years in the Army,
Dr. Wermuth served on the faculties of USMA and the Army War College;
he retired as a colonel in 1966, and subsequently served in industry for
7 years in social science research. He is the author of many publications
and a member of numerous professional associations, He is listed in
Men of Achievement, American Men of Science, and Who's Who in the South.

DeWITT C. SMITH, JR.

Major General, USA
Commandant
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Despite popular sterotypes, 1in many areas the
military establishment is the prototype of ;
rationalized and advanced bureacratic structures. ;
By the single measure of educational attainment of

members, it is in advance of many other sectors of

institutional life. In terms of rank stratifica-

tion it has moved farther toward a 'middle class' :
or middle majority hierarchy and decline of an ]
unskilled lower class that have most industrial ]
sectors.l

Every indication we have of the shape of the
future shows rising requirements of employability.

Underneath all, individuals,
I swear nothing is good to me now that ignores individuals,
The American compact is altogether with individuals,
The only government is that which makes minute of individuals,
The whole theory of the universe is directed unerringly to

one single individual--namely to You.3

IMorris Janowitz, "Organizing Multiple Goals," in Morris Janowitz, ed.,
The New Military: Changing Patterns of Organization, New York: Russell
Sage Foundation, 1964, p. 18.

2"Automation and Unemployment,' Washington: Chamber of Commerce of
the Unite. States, November 1968, p, 20 (italics im original),

3Walt Whitman, "By Blue Ontario's Shore."
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INTRODUCTION

NP St L T

Grade creep in the armed forces has become a matter of concern
to the Congress; hence it becomes a subject of concern to the
Pentagon.

What is grade creep? Somewhat amorphous in outline and cryptic
in destination, grade creep is a feature of modern organizations
involving relative status and social stratification. In stark
terms, grade creep refers to the tendency of the average grade of
positions within modern organizations to escalate over time.

Within the military establishment, incremental advance of the
average grade is said to occur within the officer grade structure,
within the enlisted grade structure, within the overall combined
grade structure of each armed force, and within the overall grade
structure of the total military establishment. It is alleged to
be most readily manifest in increasing ratios of higher-grade
NCO's to lower-grade enlisted men, of officer strength to enlisted
strength, of higher-grade officer strength to lower-grade officer
strength, and especially of general and flag officer strength to
total strength. Several more complex aspects can be discerned, but
these appear to be the principal foci of attention.

Five basic questions obtrude promptly. First, are the
allegations true; are these averages really escalating in the armed
forces?

Second, is an escalating trend good or bad? This paper,
incidentally, offers no judgment on this question.

Third, is this escalating trend, if it exists, peculiar to
the armed forces?

Fourth, if the trend exists, and if change in the trend is
considered desirable, can the trend be arrested or reversed?

Fifth, if it is occurring, why is it occurring? What are
the causes?

NOTE: We all build on the past work of others, as well as of our
own. As the following pages reflect, I have drawn on an extensive
range of expert sources for this study. It may be appropriate to
acknowledge also that this study benefits from work done in my
previous position as Director, Social Science Studies, Center for
Advanced Studies and Analyses, Westinghouse Electric Coporation,
particularly from a 2-year study conducted for the ffice of Naval
Research, "Potential Impacts of Cultural Change on :he Navy in the
1970's." (7 vols, AD 749 913, 1972.)
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One thrust behind critical interest in grade creep leads to
such specific questions as "Why do we have more generals per same
size force that we used to have?" But more obtrusive concern
smerges in two recurrent representative questions: "Why don't we
get more combat forces out of our total strength in each armed
gervice?" (frequently referred to as the "tooth-to-tail ratio"),
and "Why do we (if we do) have more generals and admirals per
same forces than other countries, especially the Soviets?"

Most of us are increasingly aware of burgeoning size, com-
plexity, budgets, and personnel costs of major institutions, as
well as of changing organizational aspects which touch our
personal lives directly; but most of us are only selectively aware
of the organizational phenomenon taking the form of grade creep.
Yet, evidence accumulates around us of the escalation of the
numbers and status of persons involved in many major social insti-
tutions, particularly in those functions at the leading edge of
technology.

For instance, in the sense that the "tooth'" of any organi-
zation comprises the members directly performing the definitive
functions of the organization, we may be disturbed to note the
shrinking '"tooth" of the armed forces, the combat elements, com-
pared to the dimensions of the "tail," the support elements
required to sustain the "tooth" effectively in modern, complex,
increasingly technological warfare. But the same trend, usually
oversimplified in prevailing descriptions, may be seen occurring
in other social functions. For example, most of us are aware that
the percentage of the population engaged in agriculture has dras-
tically declined; yet, as discussed later, Wattenberg and Scammon
suggest qualification of this familiar and somewhat misleading
observation that a farm population of five percent of the labor
force is "all it takes to feed the United States and a substantial
number of foreigners besides." As tnese two authors show, actually
some 37 percent of the American work force is still involved in
the production, processing, and distribution of food.

Perhaps the most dramatically disproportionate "tooth-to-tail
ratio" occurs in the National Aeronautics and Space Administration,
which, in 1972, had 30,000 employees and an annual budget of
$3 billion. Like the armed forces and other major American insti-
tutions, NASA performs a number of functions for the nation, some
of which are little known; yet NASA's primary mission is to
exercise America's interest in space technology. In a sense, the
projection of space explorers is the "tooth" of NASA; in this
sense, when three astronauts are participating in a space mission.
NASA's "tooth-to-tail ratio' may be said to be about 3 to 30,000,
and during periods when no astronauts are in space, the
"rooth-to-tail ratio" might be said (unfairly, I think) to be 0 to
30,000.
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In any event, one wonders about occurrence of the same
phenomenon, the aggrandizement of support and the escalation of
average grade, in almost every other social organization--the
government, religious denominations, hospitals, industry, court
systems, sports, universities, law offices, the foreign service,
and the merchant marine. For example, organized baseball and
football obviously employ larger, specialized coaching staffs than
they did not many years age, and more officials and statisticians.
Does the archbishop of the New York diocese require more
higher-graded assistants in his administrative hierarchy that were
required, say, 20 years ago? Do the mayors of New York and London?
Do the presidents of multiuniversities and multinational corpora-
tions?

This paper touches only peripherally on such questions as
"tooth-to-tail ratios," and does not attempt to comment directly
on them, leaving detailed analysis and justification of military
grade structure, status, compensation, and requirements to current
specialists on military manpower and administration. Instead,
this paper gives greater consideration to a number of broader
questions, of which the following are representative: Is grade
creep simply a manifestation of hubris and self-aggrandizement on
the part of supervisors and executives, especially generals and
admirals? 1Is grade creep an independent or a dependent variable,

a cause, an effect, or a symbol? Do political, economic, psycho-
logical, and social pressures in the general society affect structure
and status in military institutions? Are widespread developments

in education, automation, and work patterns pertinent to grade

creep? Does grade creep affect a single social layer, or is it
pervasive? 1s it cyclical or permanent? Are social dynamics
discernible which contain implications for all organizational
structures, statuses, and relationships? Is grade creep an

important development, or negligible? 1Is grade creep peculiar to

the military establishment?

This paper is by no means a comprehensive exegesis of the
phenomenon of grade creep, nor does it pretend to trace the linkages
in cause and effect of any one strand, or cluster of strands, of
interaction. Instead, it merely presents an eclectic report on a
number of static frameworks and dynamic forces operating among
them to produce movement. Some forces appear to decelerate grade
creep: many others appear to accelerate it. Among relevant factors
examined are social and functional hierarchies, including structural
dynamics in American government; stratification; shifts in American
values; technologicral advances, population growth and related social
pressures; the division of labor; the work force; work patterns;
organization dynamics; compensation, incentives, and motivation;
and leadership and management.

1As numerous extant studies and analyses testify, highly compe-
tent armed forces specialists are continuously engaged in addressing
the evolving complexities of military grade structures,

Xi




This paper attempts LO eschew polemics and advocacy, and
claims neither comprehensiveness, rigor, nor definitiveness. It
proposes no hypothesis, and makes no policy suggestions for the
Pentagon. 1ts 1imited, exploratory, heuristic purpose is not really
to explain military grade creep jtgelf, but to survey a broad
gpectrum of gsocial dynamics that might help in understanding
{ncreasing interaction between military stratification and the
American social environment. In a number of respects, this paper
does little more than scratch the surface and suggest further study
along a number of promising lines.

A final word of introduction, to help place the problem of
grade creep in perspective. In itself, it is not an earth-shaking,
Congress-shaking, or military-shaking phenomenon. Grade creep 1is
assumed to be only an effect, not a cause. The course of grade
creep will not explain any course of empire or, indeed, of
anti-imperialism, either. Nevertheless, while it generates a certain
amount of legitimate concern in its own right, its principal value
may be symtomatic. In many respects, including its own character-
istics and its complex Troois, it typifies the changing forces within
the militAary establishment and changing relationships between the

military and the total American environment.
i
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CHAPTER 1
THE PROBLEM TO BE EXAMINED

A. General.

Many sources shed light on the phenomenon of grade creep from
the various points of view of Congress, the Department of Defense,
the military departments, and other interested agencies and persons
who concern themselves with the current state of the military estab-
lishment. Perhaps the clearest definition and discussion is
contained in the 1972 Hearings.1

lU.S. Congress, House, Committee on Armed Services, Hearings
Before the Subcommittee on the Utilization of Manpower in the
Military, October 1971 through March 1972, 92d Congress, lst and
2d Sessions. Washington: US Government Printing Office, 1972,
pp. 12225-12227 (referred to hereafter as 1972 Hearings"). The
following additional Congressional documents may also be cited, all
printed by {SG20, Washington: U.S. Congress, House, Report by the
Special Subcommittee on the Utilization of Manpower in the Military,
Committee on Armed Services, 92d Congress, 2d Session, 28 June 1972;
House, "Utilization of Military Manpower," Hearings Before the
Special Subcommittee on Utilization of Military Manpower, Committee
on Armed Services, 86th Congress, 2d Session, May 1959 February 1960;
Senate, ""Utilization of Manpower in the Federal Government "
Committce on Post Office and Civil Service, 82d Congress, 2d Session,
1952; House, Subcommittee No. 4 Hearings, "To Amend Section 301 of
Title 37, United States Code Relating to Incentive Pay, to Attract
and Retain Volunteers for Aviation Crew-Member Duties, and for
Other Purposes." Committee on Armed Services, 93d Congress, lst
Session, July-December 1973 (Hearings dated 1974). Official military
documents include Department of the Army, Office Chief of Finance,
MCriticism of the Current Military Pay System,' December 1952
(revised March 1953): Department of Defense, "Study of ‘Military
Compensation,"” Inter-Service Study Group, October 1964; Depart-
ment of Defense, "Study of Military Compensation: A Summarization,"
October 1964; Department of Defense, 'Report of the DOD ad hoc
Committee to Study and Revise the Officer Personnel Act of 1947,"
December 1960; Department of Defense, 'Comparison of Compensation
for the Uniformed Services and Civilian Employees (Federal and
Private Industry)," September 14, 1962; Department of Defense,
"Report on Officer Grade Limitations," May 1973; Department of
Defense, '"Manpower Requirements Report for FY 1975," March 1974.
The perceptions of various commentators can be found in a variety
of sources, of which the following are representative: Bob Horowitz,
"H{11 Asks Review of Senior Rank--Too Many Eagles, Stars?"
24 November 1971 and "Rank Overhaul Urgel--House Report Critical
'Too Many Chiefs' Trend," 2 August 197Z, both in Air Force Times;
Bruce Callander, "'Grade Creep' Solution a Long Range One,"
Air Force Times, 22 November 1972; Jerry Childers, MAJ, "Grade
Structure Can Be Made Appealing,' Army, November 1971; "Grade
Creep-—Is it as Bad as Some Say?" Air Force Magazine, July 1973;
"Tg There Grade Inflation?" Supplement to the Air Force Policy
Letter for Commanders, October 1973.

1
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In his opening statement, Mr. Otis G. Pike, the Chairman of the
Subcommittee conducting the hearings, set forth admirably the
facets of the problem of direct and immediate concern, rendering
quotation at some length desirable:

In an effort to present some perspective about what
our Defense Establishment consists of today, I have made
some comparisons between what it consists of today and
what it consisted of a generation ago. I have chosen the
date of June 30, 1946, for a comparison with June 30, 1971,
not merely because it represents a 25-year period but also
because there are other similarities which make such a
comparison valid. We were then, as we are now, reducing
our Military Establishment after a wartime buildup. The
total size of the Military Establishment on June 30, 1971--
3,030,088 men in 1946 and 2,714,727 in 1971.

The shape of the Army at that time, however, was far
different than it is today. Here I use the word '"shape"
solely in the sense of configuration and not in the sense
of equipment, morale, or any other factor.

OQur military officer personnel profile 25 years ago
was roughly in the form of a pyramid with large numbers
of Indians and smaller number of chiefs .

Today, believe it or not, our Defense Establishment
has more officers in the rank of lieutenant colonel or
commander than it has in the rank of second lieutenant
or ensign.

We find our officer corps shaped not like a pyramid
bur more like a balloon. Throughout our Department of
Defense we have vastly increased our middle and upper grade
officers and vastly decreased our lower grade officers.

While the ratio of officers to enlisted men remains
about the same, the rank of the officers has changed
drastically. For a total Defense Establishment of 315,000
men less than we had 25 years ago, we have today 26,000
more captains, 21,000 more majors, 15,000 more lieutenant
colonels, and 4,000 more colpnels. Each of these ranks
include its Navy equivalent from lieutenant through
captain. We have made it up by having 43,000 fewer
second lieutenants and 77,000 fewer first lieutenants.
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Among the enlisted ranks the transition from pyramid
to balloon is even more obvious. On June 30, 1946, the
Army had more E-1's than E-2's, more E-2's than E-3's,
more E-3's than E-4's, and it had only one E-5 for every
six and a half E-1's. The Air Force had one E-5 for every
seven E-1's. The Marine Corps had one E-5 for every
eight E-1's.

Today throughout the Department of Defense there
are less E-1's than E-2's, less E-2's than E-3's, less
E-3's than E-4's, and the balloon effect starts to
taper off only at the E-5 level. The Army which 25
years ago had seven recruits for each sergeant, today
has more sergeants than recruits. The Navy which was
on approximately a l-to-1 basis 25 years ago, today has
eight E-5's for every E-1. The Marine Corps which 25
years ago was on an 8-to-1 basis, is today on a 1l-to-1
basis.

Twenty-five years ago more than half of our officers
were below the grade of captain. Today two-thirds of our
officers are captains or better. Today we have more E-5's
among our enlisted ranks than E-1's and E-2's combined.

The significance of all this is appaient in two areas—-
one pertaining to budget, the oiher pertaining to fighting
strength.

Addressing the subject of the budget. . . Obviously,
it costs more to pay chiefs than to pay Indians.

Even more fundamental than the budgetary considera-
tion, however, is the question of how our men are used in
combat. 1In 1945 the Department of Defense classified 24.1
percent of our enlisted men as ground combat troops. By
1967 that figure had dropped from 24 to 14 percent. 1In
1967 figures showed that out of 100 enlisted men in all
services, fewer than eight were in infantry, three were
in the artillery, one and a half were in armor, and 1.7
were combat engineers. For every combat infantryman,
there was an electronics maintenance man; for every
artilleryman, there were more than three aircraft mechanics
and repairmen; for every armored combat man there were
three automotive mechanics and repairmen.

This is the logistic "tail"

Finally, of course, there is the question of who gets
killed in a war. YWe have approximatley one officer for
every seven enlisted men but, as of December 31, of total
combat deaths, 4,502 had been officers, 39,737 had been
enlisted men. Of that same total, 44,249 combat deaths,
20, 803 had served in the military for less than 2 years,
14,983 for less than 1 year.
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The Army and the Marines suffered most of the
casualties in Vietnam. As of June 30 of this year, 68
percent of the dead of the Army were corporals or below,
87 percent of the Marine dead were corporals or below.

An Army sergeant had a more than three times better
chance of surviving than a private, fiirst class, a
Marine sergeant an eight times better chance.

All of the foregoing are cold statistics. Whether
our military has too many chiefs and toc few Indians, too
much fat and not enough fight, too many colonels and not
enough corporals, are judgments we must make for ourselves.

It is our intention during these hearings to provide
for the Armed Services Committee, and for the Congress,
hard facts on which to make these judgments. It is our
hope that if new legislation is required, we will be able
Lo recommend new legislation which will help to some
degree. The grade structure which we will discuss today
is to some extent the creature of Congress, and to some
extent it is not

A number of other passages from the record of the same Hearings
further illuminate the principal aspects of grade creep of concern
to the Congress (the reader will understand that certain questions
by Committee members do not reflect perverse ignorance on the part
of the member but thoroughness in having certain data appear explicitly
in the record):

* * *

Mr. Pike: . . . Why does going into combat call for a grade.
¢ T can understand why it calls for training, but I
don't understand why it calls for a grade.

x k%
Mr. Pike: Colonel, you have frankly touched the thing
which seems to me to be so immoral about the whole operation,
and that is we have heard all of this talk about the
necessity of giving all these promotions in order to get
technical skills and in order to get retention, but when
you get into a war, the people who are getting killed are
those who have not had the benefit of all of these promotions
and all of this pay increase. It does seem to me that we have
gotten into a very, very sad situation under which well over
half, I think it was 60 percent, 05 the deaths in the Army

were under 2 years of service. . .
* % *

2The 1972 Hearings, p. 12239.

31bid., p. 12241.




Mr. Pike: . . . you used the word 'requirements' to jus-
tify your need, say, for more generals and admirals. Who
requires that people be generals and admirals, in order

to do certain jobs?
*  * *

Mr. Pike: . . . if a total of 535 people can run the House
of Representatives and the Senate or participate in all
the decisions made by the House of Representatives and

the Senate, I am not sure it ought to take more than
double that to make the decisions for the military.5

General Taber: To take an extreme example,sir, our nuclear
field . . . this man has great responsibility, and he
should be paid and given the rank that goes with it.

Mr. Pike: Paid, yes, but we are talking about rank. This
is what I am trying to talk about, the grade structure .
Just because things are more technical everybody has

got to have more rank. I don't buy that argument, and

I simply don't see how you can justify it.

* % *
g Mr. Stratton: . . . we have depreciated the value of
fhese grades in the past 25 years, and everybody is aware
g of it.
f * * %
:
Mr. Pike: . . . You are asking for greater and greater

i sacrifices from less and less low-ranked people and

' justifying giving the higher rank and the higher pay to
the people who don't get hurt, on the ground that we
have got to retain them and that they are responsible.
They have responsibilities. To me the entire concept
that there is some greater responsibilities [sic] than
going out and taking the biggest chance of getting
killed, is a little hard to swallow.

et s S0 AT S

I recognize that there have to be decisionmakers.
; But what I do not recognize and find very hard to accept,
] is that there have to be more people at company headquarters
making decisions than there have to be out shooting the
enemy and getting shot at

T AT P R L A T

% * *
Albid.p. 122241,
5Tbid., pp. 12241-12242.
51bid. p. 12242.
/Tbid. p. 12242.
81bid.,p. 12268.
5
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Mr. Pike: . . . I cannot, for me, get over the fact that

of the people who are getting killed in tha Army, the
largest number were first lieutenants, among the enlisted
men they were E-3's, in the Marine Corps, the largest number
were gsecond lieutenants, and among the enlisted men, they
were E-2's. . . . I cannot see why we should pay technicians
more than the people who are getting shot at. . . 9

Mr. Stratton: What you want is what you have always wanted,
to have a fellow spend 10 or 15 years of his life in the
military and then go out on retirement or otherwise so you
can have a young military force; that is basically what

you want?

General Platt: Precisely, except for retirement.

Mr. Stratton: Except that creates a situation, increasingly
we are beginning to realize it is just about unsupportable
by the taxpayers. This is a fine conceptual idea, but the
idea of a fellow going out and finding another career when
his kids are beginning to go to college just doesn't make
sense. . . A fellow doesn't leave the General Electric
Company if he fails to get selected for vice president.

He stays on, as assistant manager or whatever it is until
he is 65 and retires. /

Mr. Pike: This would be an area I am afraid in which I
would simply say to my colleague from New York that I
would have to disagree with him. I think the concept of
keeping the Service young has got to be a goal for us to
strive for and I would also have to say if we are going
to have people become colonels after 20 years of service,

I would hate to think of what the cost is going to be if
0

we continue to keep them on at that rate.
* % %

General Platt:. . . I think a possibility exists under

the pay scale of the past. . .that there may have been
quite properly the feeling on the part of some commanders
that to help the individual enlisted man, he may have
promoted him more rapidly to E-2 and E-3 than he would if
the compensation levels were at the level that that law
[pay raises] contemplates.

Tbid., p. 12269.

101bid., pp. 12272-12273.
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Mr. Cook: L think that is an honest answer.

Mr. Pike: I think it is a masterpiece of understatement . !l
* * *

Mr. Pike: General Platt, in his press release . . . last
week, Secretary of the Army Froehlke said that, 'We cannot
have squads made up entirely of sergeants.'

My question is, ist't that exactly what we are in danger

of becoming, an Army made up primarily of sergeants, or at
least sergeants and corporals, with very, very few privates
and PFC's in it?

General Platt: No, I don't believe we are in danger of
becoming that, Mr. Chairman.!

Grade creep within a social institution can be verified, of
course, by comparing the grade or pay structures of the organization
or institution at different times, to determine whether one or more
of the following situations has occurred at the later time:

1. The average grade of the entire organization has risen.

2. There are more persons in higher grades in comparison to
those in lower grades.

3. There are more persons in the higher grade, or in the
collective highest grades.

4. There is a significant upgrading in status of one or more
grades (e.g., more persons within the same grade designated as
supervisors).

5. Pay levels have risen substantially.

6. Total membership has increased substantially.

Indicators 1 through 4 above are fairly conclusive evidence
that grade creep has taken place (in fact, Indicator 1 establishes
it as a fact). 1Indicators 5 and 6, however, are not necessarily
conclusive. In a number of situations, pay can be raised throughout
an organization (e.g., a cost-of-living increase) without essentially
disturbing the grade structure, and certain organizations expand
in numbers while the grade structure, or organization profile,
remains essentially intact.

ipid., . 12300.
121pid., p. 12302.




Nevertheless, while recognizing the unreliability of accepting j
these latter two indicators as firm evidence that grade creep has '
occurred in any particular institution or organization, this study
accepts these two Indicators In a general way as evidence that
grade creep probably has occurred or probably wil! occur within a
reasonable time 1n the approaching future. The principal ratlonale
for doing so is based on more than the saving of effort that would
be devoted to justifying one complicated factor, and on more than
the subjective impression of the author that the social and organi-
zational dynamics involved do in fact appear to result in some §
form of grade creep tollowing up large increases in pay and in "
overall membership. Of considerable weight in our rationale
for accepting these two loose assumptions is the evident interaction j
of pay and grade mcvements among several or all large social |
institutions (some lagging behind others), as we hope to suggest E
in the course of this paper.

Indicator 6, increased size, deserves additional comment ,
particularly insofar as it relates to the observation in the 1972
Hearings that the configuration of the grade structure of the
military establishment is changing "from pyramid to balloon," ;
Galileo insisted long ago that no human institution can drastically
increase its size and scale without changing its form, or shape,
or internal proportions.l I't seems reasonable in this instance
to reverse this proposition and assume that no human institution
can decrease its size drastically without altering its configuration.
The great sociologists Max Weber, Emile Durkheim, and Talcott
Parsons elaborated on Galilio's proposition:

" . . . as institutions grow in size and in the functions
they have to perform, specialized and distinct subsystems
are created to deal with these functions. With the growth
of specialized subsystems, one finds as well new, distinct
problems of coordination, hierarchy, and social control.''l

13D'Arcy Thompson. On Growth and Form. Cambridge: Cambridge
University Press, 1963, Vol I, p. 27.

Cited by Daniel Beil, "The Measurement of Knowledge and Tech-
nology,'" in Eleanor Bernert Sheldon and Wilbert E. Moore, eds.,
Indicators of Social Change: Concepts and Measurement (New York:
Russell Sage Foundation, 1968), pp. 150-151. Cited hereafter as
Bell, "Measurement."
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A modern commentary on what is happening to the classic
pyramidal form of organizations is provided by Professor George
Berkley. In a chapter entitled "The Crumbling Pyramid,' he asserts
that a prototype emerging organizational form

" . does not display the smooth compactness of the
bureaucratic pyramid . . . it is a loose, amorphous,
sprawling affair. . . constantly changing. It is perhaps
best visualized as a squishy, uneven circle within which
clusters of small units, like amoeba, constantly form and
reform. At the center there is a more or less stationary
cluster which is connected by lines to all the others.
However, the center cluster, while it may more or less
stay in the same general position within the circle, also
undergoes changes in shape from time to time. X5

This analysis presents a configuration, however, which appears
to be more a symbolization of authority structure and functional
dynamics than of grade structure.

In any event, escalation in few or many positions and grade
levels within an organization occurs ostensibly from the internal
dynamics of the organization itself. The organization's recurrent
revision of job descriptions, spans of control, lines of authority
and responsibility, work patterns, and so forth, reflect the
organization's perception of changing internal requirements stemming
from changing missions assigned to the organization, changing
internal technology, changing qualifications of the persons on
board, and changes in the organization's institutional, group,
individual values, expectations, and attitudes.

E Beyond internal response to self-perception, one principal
suggestion for farther study offered in this paper is that few, if
any, organizations experience grade creep due exclusively to internal
tactors. Grade creep may occur in any one institution or organi-
zation because it is impelled by the dynamics in other institutions,
in large sectors of society, or in the society as a whole. This
paper, therefore, suggests that a wide range of interactions be
explored, and itself endeavors to explore a number of interactions

selectively, as a heuristic device.
Accordingly, it is suggested that grade creep may occur within

one social institution (such as the military) because one or more
of a host of events occur outside the institution, such as the

and
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: 15George E. Berkley, The Administrative Revolution, (Englewood
Cliffs, N.J.: Prentice-Hall, Inc. (SPECTRUM) , 1971) ,pp. 24-25,
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-proliferating technology may change the nature of similar
work in all social organizations engaged In that kind of work.

For example, automation may eliminate or transform certain jobs,
certain kinds of work, certain occupational requirements, certain
requirements for number of supervisors per worker, etc.

-political and economic contexts may change the relative pro-
portions among major tasks. For example, the success of nuclear
deterrence may impel shift of resources toward increased capability
to cope with labor-intensive kinds of war.

-social developments may generate changing relationships within
organizations. For example, widespread education raises both com-
petence and expectations in a larger proportion of the available
work force. Pervasive rises in standard of living may generate
demands for shorter work periods and greater leisure, requiring
more workers to accomplish the same work output.

-many other developments, if they occur, may affect the number
and status of positions at any given level of organizations; e.g.,
general increases in disposable income; requirements for greater
proportions of professionals and specialists; general decline in
the acceptance of authority, in turn demanding greater time and
attention from each executive to the interests of a work force of
the same size, and perhaps requiring several executives on board
to administer what one executive could previously administer in a
more authoritarian context.

Once one turns his attention to such interactions, he is struck
by the number and complexity of the interactions with the potential

to affect grade creep within any one institution. It is our intention

to examine a number of forces and trends at work in current society,
and to speculate about their possible relationship to grade creep
within the American military institution.

10
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CHAPTER TI1
SPECIAL ASPECTS OF THE MILITARY CONTEXT

A. Unique and Quasi-Unique Aspects

As already mentioned, this paper leaves to the current special-
ists on military manpower, grade structures, job classification,
pay scales, and tooth-to-tail ratios the analysis and explanation
of internal perceptions directly involved in grade structures and
grade creep within the military establishment today.

lRecourse to current specialists can be profitably supple-
mented by recourse to analysts of broad military-related social
trends, such as the comprehensive and seminal work of Morris
Janowitz exemplified in his landmark book, The Professional Soldier.
(Glencoe, I1l.: Free Press, 1960). Similarly, valuable analyses
of the changing composition of military manpower structures are
provided by Harold Wool, in The Military Specialist: Skilled Man-
power for the Armed Forces (Baltimore: The Johns Hopkins Press,
1968). In Chapter 11T, '"Military Occupational Trends Since World
War II," Wool describes changes relevant to this theme of this
paper, such as (p. 41) the increase in military electronics
specialties as percentage of all enlisted jobs from 5.8% in 1945
to 14.2% in 1963, while the percentage of ground-combat positions
declined from 24.1% to 14.1% over the same period. Wool writes
. 33): "one of the consequences of the new enlisted career
concept was the progressive elimination of the 'general duty’
gsoldier, or the unskilled laborer as such, from the enlisted
occupational structure.'" Contributing to this development is
the Congress-urged "creeping civilianization" of the armed forces;
according to Wool (p. 49), 114,000 military spaces in the armed
forces had been converted to civilian spaces. Accelerating this
trend of reducing the number and percentage of lowest-level jobs
from the military structure have been a number of policies adopted
in the early 1970's in furtherance of the 'all-volunteer force"
concept, such as eliminating kitchen police from the soldier's
duties by hiring civilians to do that work.

11




Certain aspects of the military establishment, however, arc
considered to come within the purview of this paper--specifically
the identification of certain characteristics of the military pro-
fesslon which distinguish it from other social institutions and
which are among the primary determinants of 1ts grade structure,

and certalin aspects of the relationship between milftary casualtics
and grades (related to the discussion of this point In the 1972
Hearings).

While the military institution shares with other American
social institutions the preponderance of its values, methods, per-
spectives, and orientations, the division of labor among all social
institutions allocates functions to the military which result in
certain more or less unique environmental characteristics.

There is no need here to belabor the uniqueness of the primary
military function to fight the nation's wars and to win them. For
that purpose, constrained by a number of safeguards, the military
is entrustrd with the monopoly of the domestic instruments of
international violence.

Various domestic police forces are entrusted with a near-monopoly
of lower-level instruments of force and bear the primary responsi-
bility, uider duly constituted civil authorities, for maintaining
domestic order by force. The armed forces are also called upon to
back up domestic police forces, but infrequently; and the function
is secondary for the armed forces and is not unique to them.

A military function ancillary to this primary function is
sometimes overlooked: the maintenance and modernization of military
skills and weapons, and the preservation of appropriate military
ethos, during peacetime. Regardless of any current state of public
support of the military, from low to high, from indifference or
hostility to enthusiasm, the military must perform this function
continuously.

Certain characteristics are not unique to the military estab-
lishment, but they are more important to the military than to most
other institutions.

For example, while the military is one of the largest insti-
tutions in society (in wartime, far and away the largest), with an
open-ended basis for full professional careers demanding various
levels of intelligence, and with a full structure from the unskilled
recruit to leader-executives at high levels of society, the nature
of its primary function requires that the military emphacize youth
and physical vigor. The differences with other social iastitutions
in this regard are relative but a basic difference applies at
every level.

12
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While war-fighting (and readiness for war-fighting) exploits
the physical vigor already inherent in large numbers of youth, the
military function also requires physical vigor in incumbents at all
its other age and grade levels; in the higher levels, and hence in
the middle and later years of professional life, the retention of
physical vigor requires, in general, that in comparison with com-
parable executives in civilian life, the military incumbents be
relatively y0unger.2

Since the military educates and trains and applies intensive
selectivity to its emerging executives throughout their professional
careers, emphasis on executives who are younger than their civilian

counterparts results in accumulation of substantial numbers of military

leader-executives at higher rank levels, for whom there are fewer
and fewer places in the grade structure and who are forced to termi-
nate their professional careers at ages earlier than is common in
civilian institutions.

This phenomenon of emphasizing relative '"youth" is, for several
reasons, within the military, exacerbated after wars by drastic
overall retrenchment in the size of the military establishment,
necessarily reducing the numbers of higher spaces available for the
excessive number of persons on board who already possess higher
rank.

This situation is further complicated by other factors more or
less peculiar to the military. One is the rank-in-the-man concept
long basic to the military, in which pay and numerous aspects of
status are tied firmly to the personal rank possessed by the indi-
vidual.3 This contrasts with the rank-in-the-job concept prevalent
in nonmilitary institutions; for example, the person occupying the
position of Assistant Secretary of State, or Senator, or Vice
President of General Motors, possesses the status and perquisites
of the position only so long as he occupies it. When he leaves, the
status and perquisites are no louger available to him; he usually
reverts to being an ordinary citizen (in practice, some residual
nominal perquisites may be extended to him in certain contexts as
a matter of courtesy).

2 A later chapter cites the current attainment of top execu-
tive status in increasing numbers of civilian hierarchies at younger
ages. However, this trend is quite uneven; the generalized require-
ment remains valid, that top military incumbents be relatively
younger than civilian counterparts.

3 This distinction may need some qualification. Most
perquisites available to the military executive are associated with
his rank. ©Not all of them are, however; some, as with his civilian
counterpart, are associated with his position.

13




When an individual becomes a colonel, however, he remains a
colonel wherever he goes (unless, of course. he is removed for cause) ;
he may in a minority of instances be an "indian" for a higher-graded
chief, but in the majority of instances he will be himself a chief
in the hierarchy. Even in infrequent cases in which the individual
Is considered less than competent enough to cope with some especially
demanding local job assignment (and may perhaps be given an innocuous
job "out to pasture"), he continues to receive the pay and gener-
alized institutional Perquisites of all colonels everywhere.

Another factor is the unique nature of military expertise,
which can be refined and enhanced only within the military estab-
lishment. There are no counterparts to management of large-scale
organized violence within any society. Therefore, sources and
opportunitjes for lateral entry into the military decease as higher
military levels are involved. The mobile executive, changing
specialties,companies, and even industries on the way up, is not
compatible with the requirements for the gradual acquisition of
military expertise. The almost-inflexible route to becoming a
major general in command of a division is through channels of
service in command of companies, battalions, and brigades.,

There are, nevertheless, conterpressures and paradoxes
Present in the military context. I have already pointed out the
iastitutional emphasis on relative youth, increasingly emphasized
as higher levels are reached, in relation to civilian counterparts.
But this emphasis is realized only within highly formalized and
regularized patterns. Except in wartime, the promising military
leader-executive at the age of 35 will be no higher in rank than
major (or possibly, lieutenant colonel). He may receive highly
desirable assignments considered better than the normal run of jobs
available to majors (say, for example, that of a White House Fellow,
in which rank 1isg relatively immaterial); but he remains a major
and is not eligible (normally) for jobs designated specifically
for lieutenant colonels, and certainly not for colonels' or
generals' jobs. Accordingly, the phenomenon of civilian life, not
common but not rare, either, in which an individual aged 35 is
selected as director of a government agency, or major of a metropolis,
or vice president of a foundation, or Assistant Secretary of State,
Oor general manager of a major division of IBM, does not, and cannot,
in peacetime, occur in the military context.

Still another factor, but one exerting pressure in the reverse
direction, is that the uniqueness of militarv expertise applicc
with full force only to the mainstream of combat units within the
military establishment, and only in varying lesser degrees to the
numerous other activities, specialties, career patterns, support
units, and administrative contexts within the military establishment.
Since many of these activities and organizational elements are
reasonably compatible counterparts of similar civilian activities,
it would appear practicable to contemplate a certain amount of
lateral entry in selected specialties into the officer field grade
and higher NCO levels.

14




There are certain other aspects which, among social institutions,
are relatively peculiar to the military establishment. One is the
scale and suddenness of expansion and contraction (as in, for ex-
ample, sports ogranizations in the off season, or some schools in
summertime) ; but most such changes are regularly cyclical and are
fully accounted for 1in annual planning. A few other organizations,
such as the Red Cross, experience sudden expansion on occasions of
sudden disaster; but none experience sudden expansion on the scale of
the armed forces upon the outbreak of war, as the following table
demonstrates:

Military Personnel on Active Duty4

1860 27,958 1916 179,376
1861 ' 217,112 1917 643,833
1862 ' 673,124 1918 2,897,167
1863 ) 960,061 1919 1,172,602
1864 ' 1,031,724 1920 343,302
1865 1,062,848
1866 76,749 1940 458,365
1941 1,801,101
1897 43,656 1942 3,858,791
1898 235,785 1943 9,044,745
1899 100,166 1944 11,451,719
1945 12,132,455
19410 3,030,098
1947 1,582,999
1950 1,460,261
1951 3,249,455

Sudden expansions and retrenchments on such scales intensify
numerous problems of military manpower and personnel administration,
such as distruption of expected career patterns, career progression
through successive grades, training, and utili~ation of specialists,
and so on. Great numbers of persons are drawn ‘n from civil life;
some do very will, and choose to remain in the m litary. Two factors
of chance exert powerful change on existing members; one is the
chance of becoming a casualty, terminating (for the unfortunate
minority) further participation incareer progression. The other
factor, producing in many cases rapidly accelerated grade progression,
is the happenstance of timing of the outbreak of war, occurring at
different career stages for different groups of existing members.

4us Department of Commerce, Historical Statistics of the United
States: Colonial Times to 1957, (Washington: USGPO, 1960).
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For example, General Maxwell D. Taylor recalls® his spending 14 ycars
as a lieutenant, and General Alfred Grenther's spending 17 years in
that grade; however, officers of that vintage mounted rapidly intoe
gencral officer grades as World War II got underway. Other officers
in early career stagesas WW I1 opened, passed from 2d lieutenant to
colonel within 4 years, and then stayed in that grade for 26 years.
The aspects stressed here, largely unique to the military, is the
happenstance that determines such wildfy variant patterns, depending
upon whether one ig in early or advanced stages of career at the
time war breaks out.

Another aspect of such "chance' expansions and retrenchments,
as well as of long-term conditions of organizational stability, is
the residual effect of generational experience on cohorts. The
demands of some positions undergo certain transformations as
organizations expand or contract many fold. One officer who may
have served for over 20 years in a small Army develops competence
in evaluating grade-structure problems along a particular set of
perspectives; he develops competence in coping with the prevailing
expectations not only of members but also of new entrants. Another
officer, who may have served through more than 20 years of the
Cold War, in an Army maintained at expanded levels, develops
different perspectives toward grade-structure problems and associated
expectations. Still another officer may have served in one kind of
Army or another that experienced one tremendous expansion, and in
the process he may have developed a different set of perspectives.
The point is that what constitutes optimum grade structure, and which
career expectations relate to grade structures and progressions, de-
pend to a large extent upon the experience of those (including members
of Congress who evaluate military programs) who at any particular
time occupy positions influential to devising, advocating, and approv-
ing one grade structure over another. Especially those who confront
the cutting edge, or early manifestation, of changing expectations.

5,972 Hearings, p- 12228.
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Two other characteristics apply with some degree of singularity
to the military institution. One is its classification as a "total
institution. "® The relationships among military members arc not, as
in most social institutions, confined to one or two categories, but
normally extend across a wide spectrum of daily life. Demands upon
leaders, supervisors, and executives in the military environment are
more comprehensive than in most other social institutions, justifying
expanded dimensions in assessment of their position in their grade
structure.

Another distinctive characteristic of the military inscitution,
partially but not wholly rooted in vulnerability to sudden large-
scale expansion and contraction, is relatively heavy turnover of
lower-grade personnel. The unique wartime incidence of casualties
obviously induces heavy turmover. But even in peacetime, few, if
any, other social institutions are forced to cope with personnel
turnover on a comparable scale. Naturally, the American penchant
for geographical and organizational mobility plays some part.

6The term "total institution" was apparently generated by Erving
Goffman, who, after a year of study at St. Elizabeth's Hospital in
Washington, DC, produced the book Asylums (Garden City, NY: Anchor
Books, 1961). One of his definitions of a total institution is: "A
place of residence and work where a number of individuals in similar
situations are cut off from the wider society and lead an enclosed,
formally administered life." Ailon Shilon ("'Sanctuary or Prison--
Responses to Life in a Mental Hospital," in Samuel F. Wallace, ed.,
Total Institutions, New Brunswick, NJ: Transaction Books, 1971,p.9)
echoes other commentators in stating, "The key fact of the total in-
stitution is that many human needs of whole blocks of people are
under bureaucratic control.'" Others classified in various contexts
as total institutions include the armed forces, prisons, boarding
schools, monasteries, seminaries, convents, and colleges. However
imprecise this category may be in relation to some of these diverse
institutions, the armed forces seem fairly classified in this in-
stance. In contrast to work organizations, which constitute the
bulk of society (industry, commerce, political office, business,
professions, etc.), the armed forces are concerned with many facets
of the entire daily environment of members--housing, feeding,clothing,
schooling, medical support, religious and recreational facilities,
etc., modified by individual freedom of participation in various
aspects in different internal circumstances.

7Annually, 8 1/2 million\Qmericans are involved in 11 1/2 million
job shifts, half of them to a different industry and different occu-
pation. Also annually, 11 million Americans move their residence
to a different county, half of them to different states. ("Auto-

mation and Unemployment,'op. cit, p. 26.)
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Perhaps colleges and geasonal work organizations (e.g., harvest
workers, recreation and sports organizations) could be considered
comparable iun this aspect; but their structures and systems are }
formally devised to take account of their predictable scales and /A
forms of turnover.

The armed forces, however, must emphasize youth replenishment
to an advanced degree and at the same time administer and train each
entering member on the scale consistent with a total institution.

Even in peacetime, most entrants into the lowest enlisted rank are |
relatively short-term members. Conscription provides preponderantly

short-term entrants. Thus, grade structure is influenced by the

need for the military to remain competitive in attracting new entrants

from the whole society, while maintaining appropriate relative status

and pay conditions in a grade structure in which large proportions

of stable career incumbents present themselves for entrance into

successively higher grades. ”

Other characteristics, not unique to the military establishment,
are exemplified within the military to a notable degree. One is the
deliberate educational progression, especially among officevs, in-
volving not only regularly scheduled attendance at staff and war
colleges, bhut increasingly diversified acquisition of graduate degrees
in civilian universities.

Another such characteristic relevant to military grade structure
is the constant evaluation and competitive selection system to which
military professionals are subject throughout their careers. Excepting
perhaps the Foreign Service, no other social institution subjects
its personnel to such relentless and intensive evaluation and
selection processes, to include the feature known as ''selection out."

| One contrast that might be suggested at the other extreme is that
of the academic profession; normally resentful of any direct evalu-
] ative process, the member of the academic profession, once having
achieved tenure, is relatively unevaluated thereafter (I am aware
that the profession is not totally without resources to cOpe with
declining performance, but the resources are loose and difficult to
apply) .
; Are such observations relevant to the problem of grade creep?
4 If so, what is the nature of the interaction between each factor
and the overall problem being examined here?
! The following might be considered significant interactions:
The primary function of war-fighting creates an imperative
that individuals suitable in age, intelligence, physical vigor,
: education, and temperament be selected and improved, and distributed
b properly throughout a logical military structure, and that, in
devising grade structures for a military establishment, the inter-
ests of individuals concerned throughout their careers with the
primary, war-fighting elements of the military establishment not be
subordinated to those of any other elements of the military estab-

lishment.
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The peacetime function of preserving and modernizing military
expertise and ethos suggests an imperative that, despite other
activities of the society in general and the military in particular
that might become transcendent in attracting emphasis (e.g., tcchno-
logical advances, space travel, evolving patterns of work, social
justice), the grade structure, pay scales, and progression ofl the
military be maintained in such condition as to ensure adequate and
systematic staffing of the military with individuals competent in

current terms.

Emphasis on youthful vigor requires that grade structures and
planned patterns of progression provide for maintenance of carefully
determined, relatively youthful age brackets for each grade up
through the highest grade levels, in the primary war-fighting ele-
ments of the military; in turn, this feature requires that grade
structures provide suitable means for redirecting those competent
individuals who lose out in the competition for higher levels of
war-fighting elements, through selection out with severance pay,
retirement, or reassignment to other elements of the military
establishment; concurrently, this feature does not preclude the
development of suitable (alternative) grade structures and progres-
sion patterns for non-war-fighting elements of the military estab-
lishment which do not require relative "youth" and which involve
highly important skills.

The phenomenon of accumulation of competent, higher-grade
persons excess to the military establishment's needs in times of
substantial retrenchment suggests that grade structures provide for
reassignment, severance, or retirement in ways which give reasonable
warning of impending probable alternatives to those individuals
likely to be affected.

The contrast between 'rank-in-the-men'" and "rank-in-the-job"
concepts contains a number of possibly disturbing implications for
the military establishment in the future, but none which appear to
affect grade structure drastically at this time.

The requirement that military expertise in war-fighting be
acquired only within the military precludes lateral entry into
war-fighting elements; this feature, per se, should not preclude
grade structures that permit lateral transfers, if desirable, into
non-war-fighting elements of the military establishment.

The well-established fundamental limitation of progression in
military grades inexorably through a formalized one-step-at-a-time
structure appears to preclude the attainment of very senior grades
at early or.middle ages (modified by modest acceleration of dis-
crete steps for few selected individuals, as is provided for now).
This practice admittedly precludes progression comparable to that
of high selection occurring occasionally in civilian life; on the
other hand, it also precludes long-term incumbency of high grades
that blocks the ever-fresh upward (and regular) flow of oncoming
eligibles (there are, of course, other relevant factors of advan-
tage and disadvantage).
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The phenomenon of possible sudden massive expansion and con-
traction appears to underwrite the requirement that basic grade
structures and patterns be soundly conceived, applicable to large,
small, expanding, and contracting forces. (Such traumatic events
occur, however, in periods of such great significance and social
and political upheaval that revisions of grade structures and
patterns are invariably undertaken at the time, in order to fit the
changed national circumstances, and cannot be prejudged).

The factor of chance in national, institutional and individual
affairs, particularly in regard to the incidence of war in the
nation's life and the incidence of casualty in the military indi-
vidual's life, cannot be predicted, or forestalled, and cannot be
related to problems of grade structure in a specific context.

The foregoing are, of course, not the only important consid-
erations affecting grade structure within the military environment.
Notably absent, for example, are considerations which the military
experiences in common with other social institutions. A number
of such considerations will be taken up in subsequent sections
of this paper, but one important common characteristic will be
singled out for attention here: the pluralistic internal nature
of the military institution. This is a little-discussed and per-
haps little-realized aspect of the military, to which military
professionals themselves have not paid very much attention. Under-
standably, the military profession has stressed the uniqueness of
its common ethos, its primacy to the herioc
image, and the integrity of its single status structure throughout
its institution. These factors are not disappearing, but their
predominance in characterizing the military as monolithic is eroding.
As functional specialization proliferates inexorably, it is seen
more and more clearly that the military establishment, no more
than any other major social sub-entity, is not a monolithic insti-
tution.

An institution as large and complex as the military estab-
lishment is necessarily being discerned more and more as a complex
system composed of diverse sub-systems—-combat units; support units;
supply systems; procurement systems; financial systems; personnel
administration; training networks; recruiting, testing, and
classifying systems; court systems; educational systems; reserve
forces; dependents and their support; retirees; veterans; the

young and the elders; and so on.

Perhaps differentials among most of these sub-systems are not
as distinctive as they are in the sub-systems of other major
institutions; but differentials among large sub-systems exist
and have effect in motivation and commitment, standards of re-
cruitment and evaluation, expectations, performance, division of
labor, and other critical aspects of the military.

its primary function,

20




Moreover, the military shares with other major social insti-
tutions (e.g., the campus, the seminary, the health-care system) the
experience of increasing erosion of isolation and separateness.

More and more, internal administration is forced to interact with
internal factors and the external environment.

As Warren Bennis, president of the University of Cincinnati,
describes the situation:

The greatest problem facing institutions right now
is not so much the internal politics, bureaucracy,
supervision, and so on. Instead, it's the concat-
enation of external forces that are impinging and
imposing on the corporate or public-sector
organization--that is, events outside the skin
boundary of an organization.... Relations with
these outside forces take, I should say, about

80 percent of my time...quite often what the
external environment is pressuring us to do and
what the internal audieuce or constituents want

to do or feel right about doing are absolutely

and totally divergent.

Thus, while retaining aspects of uniqueness, the military
institution shares with other institutions the experience of eroding
identity of its monolithic condition and increasing vulnerability to
interaction with its external environment. All of these unique
and common characteristics have important effects upon the mili-
tary's ability to develop a judicious and equitable grade structure.

Numerous forces in the environment external to the military
are exploiting the channels of interaction; we shall attempt to
identify a number of such forces in subsequent chapters.

B. Casualties and Grades
In reference to the point raised in the 1972 Hearings, as to

"Who gets shot at" and who suffers the casualties and deaths in
battle, there are different perspectives involved in contemplating
absolute numbers and proportional numbers.

Before entering this area, I must say that discussion of
battle casualties sometimes appear insensitive; and herein I do
not mean to appear unaware of or indifferent to the pain and loss
endured by each single casualty and his family. Each integer
represents a once-living American, loved by kin, who contributed
more than his share to the common weal. Nevertheless, we are
involved here with mass statistics.

8uconversation with Warren Bennis," Organizational Dynamics,
Winter 1974, pp. 59-60.
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Absolute numbers are readily come by, but proportional statis-
tics are difficult to obtain. Without a pretense that the following
hensive, they are offered as being germane to
those questions raised in the 1972 Hearings on grade creep, involving
the issue of who gets killed and wounded in American wars. Do only
privates get killed? Or only privates and second lieutenants? Who
suffers the greatest proportional casualties; that is, are one's
chances of surviving a war dependent upon one's grade-—greater if
one is an enlisted man than if one is an officer?

The following table comes from the most comprehensive analys159
of World War II Army casualties, which, despite its thorough analysis
according to a number of categories, does not provide proportional
statistics. In any event, these figures make clear that not even
American general officers are immune to death in battle.

figures are compre

9US Department of the Army, Army Battle Casualties and Non-
battle Deaths in World War II, 9 December 1941-31 December 1946,
Final Report, (Washington: Office of the Adjutant General)

pp. 70, 115.

22

R T L)t v e v ¢ L Bl e i RS Y b




Total Battle Killed in

Casualties (incl KIA) _ffﬂﬁgfl_ﬁﬁlﬁz
All Army, World War II 936,259 225,618
Commissioned Officers 93,074 15,340
Warrant Officers 2,924 1,250
All Army, Enlisted 840,261 190,298
General Officers 72 24
Colonels 403 112
Lieutenant Colonels 1,192 389
Majors 1,978 761
Captains 9,669 3,332
lst Lieutenants 35,003 13,070
2d Lieutenants 44,757 16,402
Master and lsc Sergeant 3,879 922
Technical Sergeant 24,613 7,635
Staff Sgt & Technician, 3d Grade 84,540 24,147
Sgt and Tech, 4th Grade 92,487 23,532
Corporal and Tech, 5th Grade 54,250 16,532
Private lst class 302,558 63,670
Private 278,942 53,840

Such gross figures need to be compared with total number
serving, number serving in each grade, branch, unit, theater of
operations, and so on. Unfortunately, such figures are hard to
find. 1In any event, they show conclusively, for what the point may
be worth, that officers and non-commissioned officers, generals and
master sergeants, shared appreciably in the hazards of World War II.
It is interesting to note, in passing reference to pyramidal struc-
tures, that men in the next-to-lowest enlisted grade suffered higher
casualties than those in the lowest grade.

: The Army AlmanaclO gives 10,420,000 as the total number who
served in the Army in World War II, and highest one-term strength,
as of May 1945, as 8,293,766, with 781,406 officers (exclusive of
nurses and warrant and flight officers) and 7,398,940 enlisted men.
Linking total strength with total casualties results in an overall
casualty rate of approximately 9 percent. Distributing total
strength among officers and enlisted men in the same proportion as
: in the one-time strength (and linking the results with officer and
| enlisted casualties) provides the approximate statistics that 9
F percent of the officers and 9 percent of the enlisted men suffered
casualties in World War 1I--hardly a lopsided incidence of casual-

ties in the two categories.

R I e O S B

107he Army Almanac, (Harrisburg, Pa. The Stackpole Company,
1959), p. 6l4.
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One more special statistic11 concerns casualty rates among
West Peint graduates (all Army officers, naturally) during World
War II:

Number Served Battle Battle Deaths
in Army Deaths per 1,000
All Army 10,219,565 228,869 22.4
Enlisted Men 9,265,000 193,076 20.8
Officers 954,565 35,793 37.5
West Point Graduates 9,802 487 49.4
West Point Graduates
less Class of 194512 8,962 487 54.3

While the foregoing figures are not broken down by grade, they
do shed some additional light on the relative incidence of battle
deaths among gross categories of grades. Comparable statistics for
the Korean War doubtless exist but could not be found for this
project. Do persons in higher grades (and ruceiving higher pay,
as was stressed in the 1972 Hearings) suffer the same or worse chance
of becoming a casualty in war as those in lower grades? It appears
that they do.

Comparable statistics for the Vietnam War will be highly dif-
ficult to adduce, primarily because for the first time the United
States adopted a policy of limiting the war-zone tour to one year,
rather than retaining persons in the Army and in the combat zone
for the duration of the war. Whatever merits or demerits of that
particular policy, the extension of the war in time caused many
professional officers and NCO's to serve two, and some three, tours
in Vietnam, serving (presumably) in a higher grade each time, yet
each time subject to different probabilities of grade, circumstance,
and chance as to whether they would become casualties.

It is to be hoped that more sophisticated analytical data
that the foregoing will become available in time, shedding further
illumination on the relationship between grade, casualty incidence,
and related factors. One further issue might be mentioned--one
which is difficult to extricate from the complex context of grade
creep, but which was referred to somewhat in passing in the 1972
Hearings. That issue concerns the pay, irrespective of grade, of
persons who are the 'most shot at" in war.

11Register of Graduates and Former Cadets, United States
Military Academy, 1802-1949, (New York: West Point Alumni Foun-
dationé 1949), p. 404.

1 Assuming that no graduates of June 1945 reached battlefields

by the end of World War II.
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Should, or could, combat fighters, even though they were to
remain largely in low grades, be paid more than other soldiers?
Proposals to do so surface from time to time.l3 Addressing that
issue involves highly sensitive strands of citizenship and obliga-
tion, equity and justice, degrees of relative risk, and, in the end,
moral issues. Is monetary reward the primary criterion with which
to evaluate relative contributions to the nation in war? It may
be sufficient merely to raise the issue, for it will not be further
addressed here.

In an earlier section, we quoted expressions of concern by
members of Congress over the apparently disproportionate vulnera-
bility of the lowest graded enlisted men to becoming casualties in
war. One shares that concern, but for all Americans who become
casualties. However, to some extent the issue is peripheral to tlis
paper's central issue: the background of grade creep.

In many respects, it is not one's gradel4 that determines the
likelihood of becoming a casualty, but one's location and one's unit.
The infantry, for example, is that element of armed forces whose
function it is to close directly with the enemy; it is, therefore,
predictable that most casualties will occur among all persons, what-
ever their grade, who take up active presence within the areas of
infantry units engaged in combat. It is in the nature of human
organization that the majority of men in such circumstances will be
young, unskilled beyond basic combat capability, and in grades
lower than a minority occupying leader positions in some modest
hierarchy. The situation is no different in the armies of the
adversary, or those of allies, or indeed in any.l5

13The author recalls one that reached the Pentagon Office of
G-3, HQ Army Ground Forces, in the spring of 1946, proposeu by LIC
James Peale, suggesting that combat infantrymen be paid double pay
of other soldiers, and that infantry platoon scouts be paid triple
the paZ of other soldiers.

1411 various circumstances of battle, of course, persons in
the status (grade) of leaders are deliberately sought as high pri-
ority targets.

SThe unprecendented circumstances of the Vietnam War in Amer-
ican military history should be noted, including the advanced tech-
nology involving war-fighters in the Air Force and Navy. In con-
trast to the nature of Army and Marine Corps casualty incidence,
as cited in the 1972 Hearings, Air Force, and Navy Air casualties
were overwhelmingly among air crews, especially pilots, who were
in high grades. The large number of Air Force colonels and Navy
captains among returned POW's substantiates this observation.
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Could one reasonably expect the situation to be otherwise? 1Is
it not fanciful to imagine squads containing 2 privates and 8
sergeants, instead of the reverse? Would one not expect the same
number of casualties per squad either way? Would it be regarded as
more suitable if most casualties were sergeants, rather than privates?
1f so, consider the magnitude of the grade creep, or grade inflation,
that would have to occur in advance to produce results! Consider
the problem of replacement of high grades in overwhelming propor-
tions!

Thus, the approximately pyramidal grade structure of combat
units still appears logical, as it occurs in practically every
other organized activity. The chief physical risks in building
skyscrapers are borne by the large majority of steelworkers and
their counterparts, not by architects, engineers, and executives
of construction firms. The great majority of those regularly ex-
posed to the risks of mining coal are the "rank and file" of miners,
not the higher-graded engineers and managers. Policemen and fire-
men who become casualties in the line of duty are preponderantly
not the higher-paid, higher-status police and fire officials.
Ground combat is still a labor-intensive activity. What alterna-
tive grade structure is feasible?

Another aspect of combat which merits greater analysis than
can be affcrded here is that involved in equating those who suffer
casualiies with those who "get shot at.'" They are not the same
group, though one necessarily includes the other. The great major-
ity of men who are shot at in combat live through the experience
and do not become casualties. Analysis of the ages, grades, and
times in service of those who become casualties does mot necessarily
reveal typical data for all those who have been shot at. Numerous
officers and NCO's were shot at frequently in Vietnam after
surviving being shot at in World War II and Korea. They were exposed
to the very same risks in Vietnam as those who became casualtiec in
the same location.l®

167he same caveat applies in all high-risk occupations. In a
crisis situation, the police private may be shot at and killed, and
not the police captain. But the police captain may well have been
shot at previously on numerous occasions but survived to achieve high
place. In the course of his professional life, he may have been
shot at many times more than any private in his force. Can one
draw any useful conclusions from this concerning the appropriate
pay and status of police captains?
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The incalculable risks of combat are heavily weighted with
chance (the random impact of one artillery round, for example). To
be sure, those in combat are largely there by chance in the first
place (e.g., the eruption of war coinciding with their age-group's
arrival at the war-eligible level; the vagaries of Selective Service;
assignment to Vietnam rather than to peaceful Europe; etc.).

The point here is that it may be suitable to separate the
issue of who become casualties from the issue of grade structure
and grade creep--each issue, tO the extent possible, to be consid-

ered on its own merits.
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CHAPTER I1I

THE BROAD CONTEXT OF GOVERNMENT

A. General.

With this chapter, we relinquish attention to unique characteristics
of the military establishment, and take up broader contexts of American
societv, contexts in which other major and minor social institutions
experience political, economic, social, and organizational dynamics
more or less in common with the military establishment.

The first such context to be examined is that of American govern-
ment, particularly the Congress and the Executive Branch, in order
to discern, if feasible, indications of grade creep among civilian
grade structures of government.

Before taking up these subjects, we mav benefit from a quick
analysis of the factors which enter into the determination of the
status and compensation of a particular position in any formal social

organization.

In analyzing compensation for work, the Public Personnel Admin-
istrationl provided a comprehensive 1list of factors (somewhat revised

here) which exercise important influence. Each of these factors is
relevant to grade structure, grade distribution, and grade creep in
modern organizations, as well as to direct compensation for each level
or position:

-The education required before and during incumbhency

~The training required before and during incumbency

-The difficulty of the work

~Prestige value of the job

~Hazards encountered

~Agreeable~disagreeable factors

] ~The standard of living requirod

lLouis J. Kroeger; Elwood Ennis; Elmer V. Williams; Hal E. Martin.
"Pricing Jobs Unique to Government'. (Chicago: Public Personnel
Administration, no date, apparently pre-1968), pp. 12-13.
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—Convenience-inconvenience factors (odd hours,
excesslve trhvel, etc.)

-The social significance of the work

-Competitive rates in organizations drawing on the same
manpower pool

-Plenty or scarcity in the available manpower pool
~Mobility in the manpower pool

~Effects of variable compensation on morale
—-Turnover rates

-Responses to recruiting

-Gains in quality possible through compensation or other
factors

~Promotion opportunities
-Transfer opportunities
-Retirement opportunities

-Responsibility, including recognition of different degrees,
depending on involvement with personal rights, property
rights, public funds, custody of records, production,
supervision of others, initiative producing expected
cunsequences, and the execution of government obligations.

Among these factors, the remainder of this chapter briefly con-
siders such overlapping factors as difficulty, hazards, agreeable-
disagreeable aspects, convenience-inconvenience, promotion, transfer.
retirement, and responsibility. Later chapters undertake to examine
data relevant to education, training, prestige, standard of living,
social significance, manpower pools, responsibility, and organizational
dynamics likely to affect organizational grade structures in the
broad currents of American cultural and social change.

B. Civilian Employment and Coangress.

In reference to expansion of manpower rolls, and escalation in
grade structure, the following table records expansion in civilian
employment in the three branches of American Govermment over the
span of eight recent years; that is, changes in number of civilians
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employed bv the Federal Government (exclusive of CIA, National
Security Agency, Publig Service Career, and Youth Programs),
between 1965 and 19737:

1965 1973
Total 2,527,941 2,765,662
Legislative Branch 25,947 34,793

(Congress) (9,296) (14,863)
Judicial Branch 5,964 8,740
Executive Branch 2,496,090 2,722,129

Executive Office of President (2,871) (4,744)

White House Office (333) (542)

Among prominent American institutions with which the military
institution might be compared in certain aspects relevant to this
paper is the Congress itself. One such aspect is grade creep.

Congress 1is itself unique in certain characteristics, including
several that might be considered related to grade creep. Perhaps the
outstanding characteristic in this regard is that the body of top
executives, the membership of Congress itself (the "tooth"), is
limited by statute to a fixed figure which cannot be exceeded. In
1954, Congress consisted of 96 Senators, 435 Representatives, and
3 Delegates; in 1971, Congress comprised 100 Senators (Alaska and
Hawaii had been admitted as states in the interim), 435 Representatives
and 2 Delegates. Grade creep is indicated, however, in that the
support staff for Congress (the "tail") in 1954 nuwbered 5,000, but
in 1971 numbered 13,500 (270% of the 1954 figure) .

Comparing the Congressional Staff Directory of 1959, 1960, 1970,
and 1973, it appears that the Senate had 24 Committees and 116
Subcommittees in 1960, and 25 Committees and 123 Subcommittees in 1970.

2
World Almanac and Book of Facts (New York: Doubleday and Company,
Inc. 1966 edition), p. 99.

3

Same source, 1974 edition, p. 476.

4Chart, Congressional Reference Service, 1974 (chart not otherwise
attributed).
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In 1960, the staffs of Senate offices (President Pro Tempore,
Majority Leader, etc.) numbered 87, in 1970, 94; Staffs of Senate
Committees numbered 281 in 1960, but 402 in 1970: and Subcommittee
staffs Increased slightly from 269 to 275 over the decade.

Examining the office staff of each Senator (or his replacement)
in 1960 and 1970, we find that the total of employees for all
Senators was 1203 in 1960; by 1970, the total had increased to 1774
(an increase of 67 percent). While the staffs of 3 Senators had
remained the same, and while the staffs of 10 Senators even declined
over the 1960's, the staffs of 87 Senators increased. One individual's
decrease was fairly dramatic-—from 17 to 8; but there were also a
number of dramatic increases in individual Senators' offices: e.g.,
from 6 to 18, 9 to 23, 14 to 30, 14 to 31, 17 to 34, 19 to 37,
18 to 42, and 16 to 42.

It is interesting to compare the specialties, statuses, and
titles in each Senator's office (though the Senator himself might
have been replaced) over the decade from 1960 to 1970. In one
office in which incumberts changed, the staff increased from 14 to
30: in 1959, this office staff was identified as containing 1
administrative assistant, 1 executive assistant, 1 personal secretarv,
1 lepislative secretary, a case worker, 5 secretaries, 1 clerk, and
1 untitled:; in 1973 that same office contained 1 administrative
assistant, 1 executive assistant, 3 press assistants, 1 personal
secretarv, 1 office manager, 2 special assistants, 1 legislative
assistant, 1 assistant, 1 case worker, 1 receptionist, and 1 leg-
islative ailde.

Another office, occupied bv the same Senator both times, listed
in 1959, 1 administrative assistant (same in '73), 1 executive
assistant (same in '73), 1 appointment secretary, 1 staff assistant,
1 personal secretary (same in '73), and 4 secretaries; in 1973, in
addition to the 3 noted ahove, the office listed 1 press secretary,
3 legislative assistants; 1 legislative assistant; 3 legislative
secretarles; 1 State assistant: 2 case workers; 1 secretary to
administrative assistant; 1 personal assistant; 2 receptionists;

2 secretaries, 1 mail clerk; and 1 district assistant.

On the House of Representatives side, one notes that in 1959, the
Armed Services Committee had 37 memhers and 7 subcommittees; in 1973,
43 members and 8 subcommittees. The Committee Staff of 10 in 1959
listed 1 chief counsel, 3 counsels, 1 committee secretary, 4 secretaries,
and 1 bill clerk; in 1973, the same Committee's Staff of 23 comprised
1 chief counsel, 4 counsels, 4 professional staff members, 1
executive secretary, 10 secretaries, 2 clerical staff assistants, and
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1 messenger (one subcommgttee with separate staff increased .ot
membership from 5 to 6).

Representing the First District of New York in 1959, Mr. Stuvvesant
Walnwright listed 7 persons on his office staff, all without differcn-
tiating job titles; in 1973, Mr. Otis Pike, representing the same
district, listed 11 persons: 1 administrative assistant, 5 secrctarics,
and (in home district office) 3 field representatives, and 2
secretaries.

One notes the great variety of offices serving the Congress, and
staff changes in some of them from 1959 to 1974. For example, in
the House: Office of the Speaker of the House (staff of 8 in 1959
to staff of 25 in 1973); Office of the Clerk of the House (from 69
to 50); Office of the Sergeant at Arms (from 13 to 15), Office of the
Minority Sergeant at Arms (0 - 0, no change); Office of the Doorkeeper
(0 - 0, no change), Office of the Postmaster (from 2 to 8): Office
of the Minoritv Postmaster (0 - 0, no change): Office of the Lepislative
Counsel (16 to 30); Office of the Majority Leader (8 to 6); Office
of the Minority Leader (3 to 11); 0Office of the Majority Whip (from
3 to 3, no change); Office of the Minority Whip (from 2 to 1).

Some of the miscellaneous agencies directlv supporting the
entire Congress maintained comparable staffing in 1959 and 1973, such
as the Architect of the Capitol, the Capitol Page School, and House
Majority and Minority Rooms. Others appear to have expanded staff,
such as the Nffice of the Physician (from 7 to 20).

Tt is unnecessary to detail all the changes in job titles and
changes in staff status betweea 1959 and 1973; but citation of a few
selected examples may serve a purpose: The Office of the House
Legislative Counsel listed these staff positions in 1959 and 1973
respectively: deputy legislative counsel (0 to 1), assistant
counsel (7 to 10); law assistant (3 to 8); clerk (1 to 1), assistant
clerk (4 to 9); clerk typist (1 to 0); clerical technician (0 to 1).

The Captiol Police in 1959 listed 1 chief, 1 captain, 1 admin
clerk, 1 traffic and communicatigns clerk, 1 property clerk,
7 lieutenants, and 1l sergeants: 1in 1973, the Congressional Staff
Directorv listed 1 chief, 2 assistant chiefs, 6 captains, and 13

lieutenants, but not sergeants or below. However, the 1973

5
Some variation in listed staffing is noted between the Congressional

Staff Directory and the Report of the Clerk of the House from 1 January

1971 to 30 June 1971, USGPO, 1971. The latter report is probably more
accuratea.

6Congressional Staff Directory 1959. The 1958-1959 Report of the
Secretary of the Senate (pp. 94, 96, 139-140) lists 1 captain, 2

lieutenants, 2 special officers, 7 sergeants, and 134 privates.
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Report of the Secretary of the Snnate7 1ists additions to the

foregoing as 49 serpeants, L, detectives, 17 technicians, 13
plainclothesmen, 6 K-9 officers, and 332 privates.

Substantial increase has also been experienced in the larger
agencies supporting Congress, namely, the Congressional Research
Service, General Accounting 0Office, Government Printing Office,
and the 0Office of Technology Assessment.

The foregoing account is not glven in order to embarrass anyone.
I have nc doubt whatsoever that Congress as an institution, and each
individual member of Congress, needs not only the increasing staff
support that has been provided over recent years, but also probably
needs additional support. These data are provided in order to
indicate the pervasiveness of escalation of numbers and statuses in
all major social institutions, not excluding Congress and the rest
of the United States Government.

C. The Executive Office and Executive Rranch

A prominent national journal observed in 1972 that it is difficult
to obtaln comprehensive statistics on staffing of the Executive Office
of the President. The Renort said that the Nixon Administration alone
had created 124 new suboffices. It noted the gradual extersion of
floor space occupied by the Executive Office in Washington to include
the Executive Office wing of the White House; the entire Executive
Office Building that used to house the State, War, and Navy Departments:
the entire multi-story office building built behind Blair House: and
the series of old houses overlooking Lafayette Square. Between
December 1968 and December 1971, Executive Office strenpth grew from
1992 persons with a budget of $30.9 million to 2419 persons with a
budget of $63.3 million. The White House Nffice included 14 officials
at the salgry level of $42,500 (equal to the pay of a member of
Congress) .

The entire Government, in 1972, included 11,000 persons occupving
eight grades and salary levels from GS-16 ($29,680 in 1972) to
Cabinet Member in Executive Level 1 ($60,008). 0f the 11,000, 7,000
were in the Executive Branch of Government.

7
U.S. Congress. Report of the Secretary of the Senate. July 1, 1973
to December 31, 1973 (Washington: USGPO, 1973), pp. 14-22.

8y.5S. News and World Report, April 24, 1972.

9US Congress House. '"The Federal Executive Service," Hearings
Be fore the Subcommittee on Manpower and Civil Service of the Committee
on Post Office and Civil Service. 92nd Congress, 2nd Session, April,
1972, p. 1.
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D. Federal Civil Service.

The following data in this sectlon comes primarily from Conpressional
Hearingsof 1972 on the Executive Service. Up to 1947, the top
grade in the Federal Classification was GS-15, and the top pav was
$10,000. 1In that year the Secretary of War was authorized to fill
30 special positions with scientists at pay levels up to $15,000. 1In
1946, the Federal grade structure was expanded at the top to add three
"supergrades': GS-16, GS-17, GS-18; 400 supergrade spaces were
authorized, no more than 75 to be in grade GS-17, and no more than
25 in GS-18. By April 1972, the 400 spaces had increased to 2745
supergrade positions igothe gquotas contrclled bv Congress, an increase
of almost 600 percent.

In 1962, Congress authorized certain superprade positions outside
of quotas controlled by Congress, for Research and Development in
the fields of physical or natural scienifs, medicine, and engineering:
bv 1972 there were 1950 such positioms.

Tn 1972, the entire Government had 11,000 positions (7,000 in the
Executive Branch of Government) in the eight levels from 15-16 (529,680
in 1972) to Executive Level 1, including Members of the Cabinet ($60,000).
Of the 11,000, 5 percent were in the Executive Schedule; 53 percent in
the General Schedule (RS-16 to GS-18); 11 percent in scilence and
engineering; and 31 percent in other salary systems (e.g., Foreign
Service, Atomic FEnergy Commission, Tennessee Valley Authority,

Panama Canal Zone, and physicians in the Veterans Administration).12

Approached from another angle, of these 11,000 high positions,
4,000 were in Executive Levels 1 through 5, Foreign Service, and
other special salary structures, while 7,000 were under the administration
of the Civil Service Commission, of which 5,800 were General Service
Schedule (/S-16 to GS-18), and 1,200 were "public law" positions in
the same salary range. Of these 7,0N0, 2574 were, in 1972, under
quotas administered by the Civil Service Commission; 1950 were
positions authorized by Congress without regard to quotas (non-quota
nositions for "hard scientists'" and certain other professionals);
1,100 special agency positions covered by direct legislation; and 1,244
"Public Law1§13—type” authorized positions, virtuallv all for
scientists.

101444,

Plreng,

121h14.

Dp14.
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It might be noted that the total 11,000 highest-level positions
constituted less than 1/2 of 1 percent of the total Federal civilian
work force; for example, in the Department of HEW, there were 600
personnel in the GS-16 to GS-18 (super) grades, out of the total IIFW
work force of 106,000 (.57 percent). Of course, these three prades
cover only 3 out of 23 grade levels in the civilian grade structure.

It is of specific interest to this paper to present details of
escalation over recent years in number and grades. Accordingly, the
following table shows increases in civilian government positions in
the categories cited above over the 1950's and 1960's:

OQuota (govt.-wide): 1950-53, 400; 1956, 1200; 1962, 2350; 1971, 2754.

Non-quota: 1963, 300; 1965, 1200; 1968, 1750; 1971, 1950.

Special Agency: 1951, 50; 1959, 550; 1965, 950; 1971, 1100.

Public Law 313: 1947, 75; 1956, 200; 1959, 950; 1962, 1200; 1971, 1244.

Since 1968, jobs in the lowest 5 levels of the General Schedule

have declined by 82,000 (15 percent), while jias in the highest 5
levels have increased by 55,000 (14 percent).

E. The Department of Defense.

Civilian positions at the highest levels of the Depaigment of
Defense reflect similar escalation. The following table™ ™ presents
a comparison between 1954 and 1972:

Top~level DOD civilians 222 1526
(Executive Levels) (27) (50)
(General Schedule; (195) (1472) NOTE: Half of
i.e., GS-16 thru GS-18) this GS increase

was devoted to
research, develop-
ment, and engineer-
14 ing.
"Federal Pay Has Doubled in 10 Years," Washington Post, Feb. 25,
19%4, p. 2,

15US Department of Defense. ''Report on Officer (rade Limitations."

Mav, 1973.
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1954 (cont.) 1972 (cont.)

For comparison purposes,

note general and flag

officers in these years 1205 1324 NOTE: actual
number on 30
June 1974 was
1249, programmed
for roduet Ton by
10 June 1975 o
1200,

Thus, in regard to escalation of top armed levels (of general and
flag officers and their civilian equivalents and supervisors), it
appears that over the 20 years from 1954 to 1974, including the entire
Vietnam War period, general and flag positions increased by 44 positions,
or less than 4 percent, while comparable civilian positions in the mil-
itary establishment increased by 1304 positions, or 588 percent.

It mav also be interesting to digress. at this point to make a
comparison. The figure was cited earlier that 11,000 high-level
positions constitute less than 1/2 of 1 percent of the entire
Federal work force, and that the Department of HEW contained 600

GS-16 to GS-18 spaces, or .57 percent of HEW's total work force of 106,000,

If the same percentages were applied to the Defense Department's
total work force of 2,250,000, 1/2 of 1 percent would produce 11,250
spaces, and .57 percent would produce 12,825 spaces; these figures
should be compared with the actual number of positions at the top

of the Defense Department, namely, 1526 civilians and 1279 general
and flag officers, totaling 2805.

Various criticisms are leveled from time to time at the escalation
of grades among the civilian components of the military establishment.
For example, in August 1973 the Washington Post presented these
statistics:

The number of high-level GS-15 and GS-16 grade
civil servants has almost doubled since 1961. . . .
Even though many senior military and civilian
officials recognize and worry about an expensive
and inflated civilian work force, especially at
the high-priced levels, those civilian Eglls have
largely escaped the budget cutting axe.

From a Vietnam war peak in 1968 of 1,287,000
civilian employees, the (Defense) department
cut back by about 20 percent by .June 1972 to
1,050,000. But since then, the level dropped

164 chael Gettler, '"The Pentagon Bureaucracy, 'Washington
Post, August 27, 1973, pp. 1, 16. d
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onlv to 1,013,000 by next June. Actually,

the rate of reduction 1s greater because

roughly 100,000 jobs-~ugually at lower levels——
that had previously been performed by the military
are now done by civilians. Nevertheless, the rate
of civilian decline is well below the 37 percent
cut 1in troop strngth, from a high of 3,547,000 in
1968 to current levels of about 2.25 million.

[Senator} Mondale . . . charged that the civilian
bureaucracy in the Pentagon was becoming top
heavy even faster than the military.

A GS-15 working for the Pentagon, or anywhere in
government, makes at a minimum as much as most
colonels and Navy captains. The more senior GS-15'"s
and ~16's make as much or more than many generals
and admirals.

No evaluation is included here of the whys and wherefores of this
situation: but mention should not be neglected of the situation
that prevailed for many years—the considerable lag in government
pay, both military and civilian.

One of the most experienced manpower experts in
government today . . . puts it this way: "Through
the 1950's and 60's, there were a lot of dry spells
in federal pay raises. The top grades were under-
paid and to take care of that a lot of jobs were
upgraded,' he says, meaning a person was often
given a raise by elevating him in his civil service
rating rather than giving him more money in his
same category.

[Former Assistant Secretary of Defense] Kelley
agrees that just the grade creep phenomenon is
even more startling for the civil service than
as a whole for the military.

Another senior administration speclalist stresses

that inflation of grade strf$ture is government-wide
military and civilian . . .

F. Government Salaries.

For government employees, the major reform instrument was the
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Salary Reform Act of 1962, aimed at keeping federal pay comparable
with thaigfor similar jobs in industry. Tax Foundatiom, Tnc.,
reported” " in February 1974 several interesting developments:

to 1962, the major civil Service

~Tn the 15-year period from 1947
in the ll-year period from 1962

pay structure was increased 6 times:
to 1973, pay was increased 13 times.

—Between 1962 and 1972, average federal pay increased 88 percent,
compared to 66 percent average increase in the private sector and a
38 percent rise in the consumer price index. Including pay raises
in 1973, average federal pav more than doubled since 1962.

-In 1968, more than half of all GS emplovyees made less than
$8,000 per year, and fewer than 2 percent made $20,000 or more; by
1973, only 23 percent were making less than $8,000 and almost 12

percent were making $20,00N or more.

-In addition to salary increases, benefits increased 147 percent

since 1968.

-Since 1968, jobs in the lowest five grade of the General
Schedule declined by 82,000 (15 percent), while jobs in the top five
grade increased by 55,000 (14 percent).

G. Automation and Government Employment.

We anticipate here a later examination of automation and the work
force, with an appraisal of automation on government employment. One
of the most perceptive analyses of the changing interactions among
automation and all levels of government and on changing grade structures
and configurations, was provided in 1966 by James A. Donovan, of the
United States Advisory Commission on International Educational and
Cultural Affairs, warranting extensive quotation concerning:

; . . . the changing pattern of employment in the
Federal government and hence, soon, in state,

county, and local governments as well. Let us

first cite briefly an article entitled, '"The Changing

Federal Service,' by Robert E. Hampton, a member

of the Civil Service Commission, published in the

civil Service Journal for April June, 1964.

Commissioner Hampton, makes a aumber of interesting

18"Federal Pay Has Doubled in 10 Years,'" Washington Post,
Feb. 25, 1974, p. 2.
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observations. If one were to assume, he says,

as once was the case, that the Federal service

is "an army of clerks," one would further assume
that out of 2,489,000 Federal employees, at least
1,000,000 must be general clerks at the bottom of
the pay scale. He then points out the truth of
the matter: the latest survey of the Federal
government's white-collar emd>loyees (1961) shows
that there were only about 25,000 general clerical
employees in grade G5-1 through GS-4 (General
Schedule). But, he goes on, there were more
employees in physical science occupations and
nearly four times as many in engineering as in
general clerical positions. Part of the reason
for this, of course, is that whereas, in 1947,
there were approximately 14,000 employees whose
work involved the operation of bookkeeping
machines, calculating machines, and card-punch,
sorting and tabulating machines, today this number
has increased approximately to 22,000 and on top
of that a new dimension-the computer-has been
added, the Commissioner pointed out.

Since 1951, when the first computer, UNIVAC I,

was installed in the Bureau of the Census, the
Federal government has become the nation's prime
user of automatic data processing (ADP) equipment.
There are, indeed, 10,300 computer employees, and
many of the 22,000 machine-operating employees
mentioned above now work in direct support (in
care and feeding) of the government's ADP and
computer systems.

The use of these machines presumably has put a
number of persons out of work. These are the
sub-professional mathematical and statistical
employees, of whom there are now 32% fewer than
there were when the first computer was obtained.
But the professional mathematicians have douhled
in number since 1951, totalling 2,532, and profes-—
sional statisticlans have increased nearly 13%,
totaling 2,569.

All such figures demonstrate, of course, the
increasing dependence of the Federal government
upon machines for information and knowledge, on
the basis of which important decisions must be
made in a number of new fields such as space
technology, the anti-poverty program, and so on.
Indeed, in science and engineering, the changes
have been particularly dramatic. The number of
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employees in the physical sciences has jumped
21% since 1957 to 34,4320; employees in physics
are up 60%; in Chemistry, 29% in the biological
sciences the increase is 28%—this group now
totaling 36,917,

The rate of change of employees in engineering is
even greater than in the pure sclences, with
116,854 persons working (1964) for the government
in engineering. These represent an increase of
67% since 1957. Moreover, there are more
technicians, although not many more, than typists
in the government--78,326 of the former and 78,105
of the latter.

Obviously, more highly educated persons are needed
to take care of the machine work. There are
increasing numbers of white-collar, and fewer
blue-collar workers. What is more, the government's
grade structure generally has shifted upward or,

as the phrase goes these days, it has "escalated."
Many jobs are necessarily being filled at a higher
level for the simple reason that the government

is able to recruit and must recruit higher quality
and more fully trained persons. Thus, the Congress
has p:ovided legislative authority to hire these
skills at the GS-7 level instead of at GS-5, a
raise in salary for these entering employees of
approximately $2,000.

There are ever larger numbers of persons in the
higher grades, GS-11 through 15, than there used

to be, and a good part of the reason for this

happy (for them) situation is that persons more
educated are being paid more. The Federal govern-
ment keeps up with the peneral socilety and economy
and is increasing the proportion of its professional
employees. These increased 40% between 1954 and
1962, while other occupations increased only 177
during the same period.

All of the above, of course, has many and numerous
ramifications and implications for the kinds of
persons the goverment is seeking to employ, to
train after employment, and also to promote. But
before we get into the educational aspects of
government emplovment, let us look at another
Civil Service Commission report.

Important to keep in mind from this report is the
fact that employment by state, county, and local
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government is increasing far faster than Federal
employment. And the employees tend to be more
and more professional, So even in the larger
cities there will be centers of power--meaning
centers of knowledge-- available to persons who
have the machines at their disposal and know how
to use them. This will tend, over the next genera-
tion, to create even further and deeper gaps
between the understanding of the average citizen
and his traditional view of what the government
is to do for him and what he is to do for the
government, whether state, local, or Federal.

The Civil Service Commission staff has some even
more interesting figures and statistics having

to do with the prospects for the Federal work-force
through fiscal 1968 (i.e., June 30, 1968). It
should be noted at the outset that these particular
estimates are conservative and the changes in the
Federal work-~force herein outlined are those which
are minimum changes likely to occur between the

end of fiscal 1964 and fiscal 1968,

Before we discuss employment in the Fedeval govern-
ment and the role of automation in the changing

and evolving pattern of Federal employment, let

us take a quick look at government employment
altogether—-that is, in Federal, state, county,

and local government.

First of all, from fiscal 1953 to 1963, total
employment in the economy of the United States

went from an annual average of 50,232,000 jobs to
57,175,000. The increase was about 6,943,000 jobs.
The increase in government employment during this
period (Federal, state, local, and county) accounted
for 2,890,000. Thus, it appears that, for the
10-year period, '"government' has accounted for

fully 41% of the total increase in employment in

the U.S. Of this increase in government employment,
the Federal share amounted to 1.9%, or 53,000
whereas the increase in state, county, and local
governments accounted for 98.1%, a total of 2,837,000
persons.

For an administrator in the Federal Governmep these
figures having to do with the ratio of Federal’to
state and local employees have three important
consequences. First of all, it will be important
that the Federal service intensify its recruitment
programs in order to hold its own against the
increasing competition for better traincd persons
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who wish to work for govermment. Second,

despite the fact that number of employees in

the government sector of the economy is increasing,
the work force per 1,000 persons in the population
will be declining as regards its availability

to Federal adminstrators. Thus, it will bhe
absolutely essential that improvements in
productivity be made if the present levels of
public services are to be maintained and improved
(and here we hit upon, for the first time in the
recital of all these statistics, the notion that
automation in government, great as it already is,
has got to be increased). Third, state and local
governments will tend to attract a growing share
of promising administrative and technical talent,
particularly as state and local organizations
become competitive with similar Federal units

in salary scales and employee benefits, pro-
fessional careet prospects, and opportunities for
major public service. Yet, the supplies of such
talent are expected to continue to be limited,
especially in the age group between 35 to 45.

To make these figures even more significant, it
should be pointed out that despite the fact that

the rise in the Federal employee population has

been slow as compared to the total rise of the whcle
population and as compared to the rise in local

and state gcvernment employment, the pattern and
structure of the Federal work-force is changing
significantly. There are strong currents of
evolutionary change, as the Civil Service Commission
puts it, in the composition of the work-force.

The main point here is that between the end of
fiscal 1964 and the end of fiscal 1968, the white-
collar worker will have increased in number from
1,275,000 to 1,398,000, for a total increase of
123,000. In the same period, blue-collar workers
will decrease by 76,000 from a total in 1964 of
641,000 to a total in 1968 of 565,000 . . .

A very important fact is that, although employment
in the white-collar sector of the Federal work-force
is growing faster that employment in the Post Office
Department, and although blue-collar employment is
decreasing, Federal white-collar employment is
growing with far less rapidity than is white-collar
employment in the national work-force as a whole.
This fact is not the result of below-average

growth in Federal professional, administrative,

or technical employment--that is, in the so called
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high graded occupations. It is, rather, the result
of the slow rate of growth of the lower-graded rate
in clerical occupations which holds the total Federal
while-collar growth rate below the national average.

The figures show, however, that between fiscal 1964
and 1968, the higher-graded occupations will increasc
by 112,000 and the lower-graded ones by 12,600. While
many developments may occur In this four-year period
to change significantly this expected 10 to 1 ratio
in growth as between high-graded and lower-graded
occupations, it 1s difficult for the layman to

avoid the conclusion that somehow or other this is

a reflection of increased uses of automation. In

any case, the upshot of these figures is a change

in relative employment 'mix' of higher and lower-
graded occupations, which, in turn, is probably

the predominant cause of the escalation of average
grades in the Federal white-collar work-force that
appears to raise so many questions in Congressional
committees concerned with Federal employment. [Italics
added. ]

One last set of statistics to show the change in

the 'mix' is to be found in the four years referred

to above that v1ll result in a 17.4%7 increase in

major professional positions in povernment, whereas
there will be only a 2.7% increase in clerical and
kindred occupations. Thus, it 1s expected that
mathematicians will be increased by 58.47%; educatlonists,
by 30.4%; physical scientists, by 25.3%; and engineers,
by 21.0%Z--all bv the end of fiscal 1968. As for
specialized clerical personnel, while those in
personnel and supply occupatioms will go up 11.2%

and 2.4Y%, respectively, clerks working on statistics
will decrease by 9.5%; on accounting, bv 12.4%; and
correspondence clerks will decrease by 24.17%, leading
to a total decrease in specialized clerks of 2.67Z.
However, buried in the statistics gilven in the Civil
Service Commission report on the Federal work-force is
this sentence: 'To what extent this extremelv low
clerical growth rate is due to the Federal government 's
Acknowledged leadership in the automation of routine
workiecad, or to what extent it is attributable to
other causes, 1s not known.'

To a government ¢mplovee who has not been directlv
concerned with personrel matters as thev occupy the
Civil Service Commission or the personnel departments
of the huge agencies, such a statement is striking
enough. But what {s perhaps more striking is that
neither does the world of bhusiness know what offect
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automation has had on employment, nor, indeed, the
effect on unemnlovment. Thomas J. Watson, chairman

of the board and chief executive officer of International
Rusiness Machines Corporation of New York, was quoted,
for example, in a New VYork Times article, March 14,
1965, as saying that no one knows the real effect ol
labor-saving machines In coal mines, auto factorices,
and oll refineries {n remard to employment. [In fact,
durinpg a national automation conference sponsored bv
the American Bankers Association, at which Watson
spoke, the Times reported that there was one group of
experts numbering the jobs destroved by automation in
the millions, while another argued that many industries
that have automated the most also had expanded the
most in employment. It thus became evident during the
conference that no one knows which of these views is
correct. The only fact all could agree on as the
result of such differences of opinion was that far
more study was essential.

One gets the impression, nevertheless, that there is
no change likely to take place in the next generation
which will cause more consternation in government and
among educators and businessmen than the fact that the
country is increasinglv going to be dependent

machines for vast amounts of data and reports.

Based on this limited sampling of notential sources, it appears
reasonable to ohserve that the entire area of government——Federal,
state, and local--is susceotible to forces of escalation among
civilian emplovees comparable to those evident within the military
establishment.

9James A. Donovan, Jr., "Automation and Education: Reflections
on the Involvement of Government.' Dr. William W. Brickman and Stanley
Lehrer, eds. Automation, Education, and Human Values. (New York:
School & Society Books, 1966), pp. 220-226.
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CHAPTER IV

BROAD SOCIAL AND CULTURAL TRENDS

A. Social and Cultural Change.

Institutional Change--rapid, profound, and with
unanticipated consequences--is another crucial
characteristic of modern society, which is as
instinctively and organically committed to
innovation as previous societies were to
stability.l

We live in dynamic times. Change tuns broad and deep,
reaching to almost every corner of society, and to the roots of
our fundamental values. Moreover, change is swift, and change is
complex, as various aspects of social and cultural 1life change at
different paces, at different rates of acceleration and decelera-
tion, and in different directions, while other aspects (a few)
appear to be not changing at all.

Numerous factors and trends, in both static and dynamic condi-
tions, appear to be interrelated in various ways with the problem
of determining an appropriate grade structure for the American
armed forces in the world of the post-Vietnam 1970's.

Certainly we are becoming steadily more affluent. While our
population grew by 13 percent over the past decade, the number of
families, for example, with incomes over $25,000 increased by 312
percent;2 and similar escalation pervades the American standard of

living within the majority of interest groups.

The relationship of three decades of inflation to wage escala-
tion within organizations can nhardly be regarded lightly. In July
1974 alone, the government 's wholesale price index climbed as a
(seasonally adjusted) rate of 3.7 percent (equivalent to a "stag-
gering" annual rate of 44.7.) At the end of July 1974, the index
stood at 161.7 percent of the 1967 average, 20.4 percent above the

year earlier level.3

1paniel Bell and Irving Kristol, Capitalism Today, (New York:
New American Library, 1971), p. vii.

2pdvertisement for The New Yorker Magazine, New York Times, May
21, 1974, p. 65.

3"holesale Prices Soared in July An Adjusted 3.7%." Wall

Street Journal, August 9, 1974, p. 3.
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Among numerous effects, escalatory pressures on wage-and-status
structures have been inexorable and obvious. While we explore

a number of other forces contributing to grade creep, and do not
have recourse frequently to economic inflation as a handy explana-
tion, we remain well aware of the important contribution made by
{nflatlion.

This chapter attempts to tdentify trends of change In generil
Amerlcan soclety which appear {nterrelated with changes occurring
in the modern military institution. Some changes are obviously
and directly related. Others are less overt, OT indirect, or even
peripheral.

Most of the forces and trends selected for discussion in this
chapter are more OT less general within American gociety. Discus-
sion of one very large area, the work force, is deferred until the
next chapter, and another area, that of institutions and organiza-
tions, 1is deferred until the subsequent chapters; however, various
overlapping aspects are also touched on in this chapter.

Two aspects of change most difficult to grasp are the size and
the speed of factor-change, creating disturbing and mystifying
differences in perspective between successive generations, and
intensifying pervasive uncertainty about the course of fundamental
aspects of society during one 1ifetime. Some procedures which
evolved out of long experience seem to be ineffective when applied
to contexts expanding sharply in scale and swiftly in time.

We are aware, for example, that world population is approaching
4 billion people, and that the 1ikelihood is that it will reach 5
billion by 1990. But we have difficulty in realizing that it took
the whole course of man's time on earth for world population to
reach 1 billion people in 1860; that it reached 2 billion as
recently as 19253 and that it reached 3 billion "just yesterday”

in 1960.4

Roger Revell calculated a few years ago (in 1965, before US
birth rates jeveled off and declined) that between 1965 and 2000
the increase to be coped with in world population will exceed the
entire world population existing in 1965.0

Alvin Toffler has conceived a dramatic vignette to bring home
to us the intensified sense of time—compression appropriate to our
day:

4pell, "Measurement,’ P 150.

51bid.
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It has been observed . . . that if the last
50,000 years of man's exlistence were divided into
lifetimes of approximately sixty-two years each,
there have been about 800 such lifetimes. Of
these 800, fully 650 were spent in caves.

Only during the last seventy lifetimes has it been
possible to communicate effectively from one life-
time to another--as writing made it possible to
do. Only during the last six lifetimes did masses
of men ever see a printed word. Only during the
last four has it been possible to measure time
with any precision. Only in the last two has
anyone anywhere used an electric motor. And the
overwhelming majority of all the material goods

we use in daily life today have been developed
within the present, the 800th lifetime.6

Another aspect difficult (at least, for me) to grasp fully
is the extension of life. Mentioned elsewhere, for example, is
the fact that in 1789, with a population in the United States of
4 million people, the median age was 16.7 1In 1900, life expect-
ancy in America was still only 47 years of age.8 Most people died
"in harness"; only small dimensions embraced such social problems
as retirement, adult education, second careers, pensions, social
security, housing for the @lderly, shift in values, and geriatric
medicine. To grow old was to be accounted wise and authoritative,
for few grew old enough to out-remember everyone else.

Today, life expectancy in America is 71,9 approximately the
same in all advanced societies. The elderly today are hardly more
unique than the young. This feature alone has generated powerful
change in the national economy, in cultural values, in the division
of labor, in family patterns, in education and work systems, in
life styles, in expectations, and in career patterns and organiza-

tional structures.

Moreover, as the dependent elderly come to constitute an
increasingly large segment of the population (to repeat—-an

6Toffler, Future Shock. (New York: Random House, 1970), p. 15.

7Bell, "Measurement," p. 150.

8Ernest L. Boyer, "Higher Education for All, Through 01d Age,"
New York Times, April 8, 1974, p. 35.

91bid.
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unprecedented situation in any society), and as the years of
youth preparation lengthen the period of early dependency, the
burden of income-earning, and hence of 'supporting' the entire
population, will fall more and more heavily on an increasingly
smaller proportion of the population. It seems reasonable to
expect profound disturbance. A recent editorial presaées such
disturbance in relation to Social Securlty (no advocacy pro or
con ls suggested here in regard to the political implicatlon In
this editorial):

. The burden of Social Security taxes upon
the American wage-earner and his family is
becoming intolerable. More than half of all
families now pay more in Social Security taxes
than in Federal income taxes . . . No pious
platitudes about the system's 'fiscal integrity'
or sermons about how well it has worked in the
past (and it has worked well for many years) can
change the fact that the demands on the system
in 1975, 1985, and 1995, and beyond are going
to be far greater and far different than they
were when Social Security began nearly 40 years
ago.10

Thus, even these two factors alone--numbers of people alive
simultaneously and extension of life--have had, and continue to
have, profound impacts on American society, not to mention many
other powerful factors. Forces of such magnitude, among other
effects, intensify the sense of uncertainty. Many time~-tested
provisions from the past, which worked reasonably well with
relatively small numbers of people and with populations in which
the median age of dying was less than 50, are not working well with
enormously multiplied populations or socleties in which the age
distribution is so radically different from all past experience.
Neither the United States nor any other society has lived with
these major changes for so long as half a century (for some changes,
no longer than a decade or two); in many respects, we are feeling
our way, innovating, experimenting, employing expedients.

Thus, we have less than we had before of a sense of stability,
of confidence that we have reached "permanent” solutions to many
problems. We reluctantly become aware that almost every major
"solution" we reach is only an interim solution that will probably
have to be retooled and renegotiated 5 or 10 years from now, and
that no major institutional feature (such as grade structure) will
remain static over the next decade. Many of the trends cited in

10"0pinion: The Truth About Social Security,'" AARP News Bul-
letin, (American Association of Retired Persons), July-August 1974,

p. 6.
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this paper have already affected major social institutions, arc
affecting them now, or will affect them next week or next year.

No institution should feel neglected because It has not yet heen
subjected to revision of {ts major features (such as its prade
structure); the reason for neglect Is probably simply cultural
lag--it will soon be involved, 1llke all others. Nor should any
Institution feel singled out by becoming involved in such problems
for in time, no institution will escape.

Expanding this discussion over a more general spectrum of
social and cultural change, we are cognizant of many dynamic strands
in social aspects, from philosophy and ethics to the cost of
living and big-time athletics.

In pursuing understanding of current and future value-systems
of America, it is helpful to keep in mind the basic hierarchy of
needs postulated by Abraham Maslow and complemented by Douglas
MacGregor. Briefly, Maslow postulated a five-step hierarchy of
man's needs or motivations--the most basic forming the base of a
pyramid. The bottom is the survival level (life, food, water,
heat). The next is the level of safety and security. The third
level is that of social acceptance. The next rising level is that
of success, prestige, esteem. The highest level is that of self-
actualization, self-fulfillment.

MacGregor held that man is a wanting animal; as soon as his
current immediate wants are satisfied, he turns out to be still
unsatisfied overall. MacGregor asserted that satisfied wants are
no longer motivators of behavior.ll

Accepting these propositions as reasonable explains (in an
over-simplified way) the continuum of value-pursuit fueling social
change. When people lack bread, they work for bread and appreciate
recelving it. But when bread-getting is no problem, they see no
particular reason to be grateful for bread but demand automobiles.
Hence, parents who lived through the Great Depression have dif-
ficulty in understanding affluent children who take economic
security for granted, as though it were one of the fixed and
natural elements of the earth.

Karl Mannheim is given credit for identifying in 1949 the two
Ssources of deep crisis in Western civilization: erosion of legiti-
macy of social institutions, and loss of meaning of the overall
purpose of our acts and lives, of what constitutes the good 1ife.

11pouglas MacGregor, The Human Side of Enterprise, (New York:
McGraw-Hill Book Company, Inc., 1960), p.36. See also Arnold
Mitchell, "Human Needs and the Changing Goals of Life and Work,'" in
Fred Best, ed., The Future of Work (Englewood Cliffs, NJ: Prentice-

Hall, Inc., 1973.)

51




Among prophecies related more intimately to this paper, Mannheim
argued that, as the social base is broadened in industrial society,
all elite professions will undergo democratization.l2

It may serve the interests of this study to cite one of the
most comprehensive structured set of projections within our know-
ledge, those of the economist Burnham Beckwith. In his book,

The Next 500 Years, Dr. Beckwith lists 31 major social trendsl3

which will affect social behavior, most of which are not only less
than 500 years away but have been upon us for some time (note how
many cite "growth," "increase," and "rise'):

1. The growth of population

2. The growth of knowledge

3. The relative growth of scientific research

4. The relative growth of education

5. Democratization of education

6. Decline of religion and superstition

7. Growth of social control over social trends

8. Rationalization of all social policies

9. Spread of birth control

10. Eugenic progress

11, Rise in real wage rates

12. Growth of leisure

13. Urbanization

14, Industrialization

15. Automation

16. Specialization

12Karl Mannheim, Man in Society in An Age of Reconstruction:
Studies in Modern Social Structure, (London: Kegan Paul, 1940).

13Burnham Putnam Beckwith. The Next 500 Years: Scientific
Predictions of Major Social Trends, (New York: Exposition Press,

1967), pp. 22-23.
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17. Professionalization

18. Increase in the scale of production

19. Growth of monopoly

20. Centralization of control

21. Collectivization

22. Rise of meritocracy

23, Advance of feminism

24. Decline in income differences

25. Relative growth of free distribution

26. Reduction of all personal economic risks

27. Increase in paternalism

28. Rise of humanitarianism

29. Growth of intergroup relations

30, Cultural homogenization

31. Growth of personal freedom

In his own analysis of change, Zbigniew Brzezinski, Professor
of Government at Columbia University, contends that the impact of
science and technology on man and his society is becoming the
major source of contemporary change, especially in the form of
computers and communications.lé
Alvin Toffler probes acutely for evidence of our disturbed

sense of time and the consequences. He remarks that the value we
place on the retainability of "things" declines--e.g., preference
for Kleenex over handkerchiefs, paper wedding gowns, a trade-in
policy even for "Barbie" dolls, and rental of almost everything.
The same broad generalization can be broadened to apply to

increased travel, longer travel, more moves per lifetime, and
increased "rootlessness'; and for many people, more limited or

1l47bigniew Brzezinski, Between Two Ages: America's Role in the
Technetronic Era (New York: The Viking Press, 1970), p. 9.
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specialized relationships, shorter relationships, less involve-
ment, higher job turnover, and similar phenomena.15

Harvard socialist Daniel Bell holds that the most disintegrating
force in society is the New Sensibility. Nihilist movements of
the past, he points out, were restrained at least by the require-
ments for form, even in art. Now, form itself is attacked as
meaningless. Authority is attacked, on the grounds that no man is
better than any other; learning, because ''the past tells us
nothing"; discipline and specialization, because they "restrict
experience." Improvization is alleged to be more important than
text, and expression more important than idea. Sincerity is
praised above quality of judgment. These assumptions, says Bell,
have permeated for the first time a large mass which is not itself
crea;éve but presumes that its experience 1c as relevant as all
art.

Donald Michael, a social psychologist with background in the
physical sciences, comments on the effects of such change, and the
debates about change, on the ordinary citizen. In these debates,
says Dr. Michael, the inability of the nonexpert to contribute
significantly to these discussions will be demonstrated. It will
be extremely hard for the voter to make an intelligent decision
about national issues. To make some sense from the confusion, the
average citizen will join "causes" aimed at getting specified types
of government action. In all likelihood, these causeS will not be
very influential, but will serve as a means of preserving the forms
of popular democracy at the citizen or local level.

Those with inadequate education will feel even motre left out
than they feel today. They will regard experts with cynicism, as
having ''their own axes toO grind.'" This group may find its own
spokesmen to call attention to its grievances. Finally, many will
remain indifferent; indifference will make it difficult for policy-
makers to preserve democratic processes.17

It is interesting to include one foreigner's perception of what
is happening in America. The French writer, Jean-Francois Revel,
sees social ferment in America as indicating the future course of

other advanced societies:

15Toffler, op. cit., PP- 47-49.

16paniel Bell, '"Quo Warranto?" The Public Interest, Spring 1970.

17Donald N. Michael, The Next Ceneration: The Prospects Ahead
for the Youth of Today and Tomorrow (New York: Vintage Books, 1963,

1965), pp. 167-169.
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Today in America--the child of European imperial-
ism--a new revolution is rising. It is the revolu- ~
tion of our time. It is the only revolution that |
involves radical, moral, and practical opposi-

tion to the spirit of nationalism. It is the

only revolution that, to that opposition, joins

culture, economic and technological power, and a

total affirmation of liberty for all in place of

archaic prohibitions. It, therefore, offers the

only possible escape for mankind today: the

acceptance of technological civilization as a

“means and not as an end, and--since we cannot

be saved either by the destruction of the civili-

zation or by its continuation--the development of

the ability to reshape that civilization without

annihilating it.

It is essential for humanity that there should
exist a soclety capable of making a revolution
without sacrificing democracy. The United States 1
seems to be in this position, and confers on this

process the significance of a worldwide prototype.l8

Toffler, as he does for so many aspects of current change,
describes the effects of ferment and diversity in terms relevant

to this paper:

As specialization continues, as research extends
into new fields and probes more deeply into old
ones, as the economy continues to create new
technologies and services, subcults will continue
to multiply. Those social critics who inveigh
against "mass society" in one breath and denounce
"overspecialization" in the next are simply
flapping their tongues. Specialization means a
movement away from sameness. Despite much loose
talk about the need for "generalists," there is
little evidence that the technoleogy of tomorrow
can be run without armies of highly trained
specialists. We are demanding more "multi-
specialists" (men who know one field deeply, but
who can cross over into another as well) rather
than rigid "monospecialists.'" But we shall
continue to need and breed ever more refined work

18jean-Francois Revel. "Without Marx or Jesus: The New Ameri-
can Revolution Has Begun." Saturday Review, July 24, 1971, pp. 14-32.
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specialties as the technical base of scciety
increases in complexity. For rhis reason
alone, we must expect the variety and number
of subcults in the society to increase.l9

In turn, economist Kenneth Boulding comments or. the impact
of diversity in overall American social structure:

American society up to now has stressed the

idea of a '"'melting pot" and has sought to

create through public education a uniform
culture. With increased affluence and increased
political skill, this ideal can now be called
into question. Can we now invent a ''mosiac"
society, composed of many small subcultures, each
of which can at the same time remain at peace
with its neighbors and not threaten to pull the
society apart?20

B, Changing American Values.

In a large sense, it is frustrating to seek to express American
values other than diversity, pluralism, nonconformity, and elusive-
ness of categorization. Other than these, there is no selection of
values, or any ordering of them in priority, to which all Americans
will subscribe. 1In far lesser degree, a number of Americans might
join in consensus concerning a very limited, selected, and ordered
cluster of values; but it would have to he a very small cluster to
achieve consensus.Z2l

Professors Lipset and Ladd observe a shift which affects
practically all citizens during a modern lifetime:

as they grow older, alumni become more
moderate . . . as against an earlier position
closer to the extreme . . . While each college

19Toffler, op. cit., p. 254.

20Kenneth E. Boulding, "Expecting the Unexpected: The Uncertain
Future of Knowledge and Technology.'" In Edgar L. Morphet and Charles
0. Ryan, eds., Prospective Changes in Society by 1980, Vol. I of
Designing Education for the Future. (New York: Citation Press, 1967),
p. 212.

21"Potential Impacts of Cultural Change on the Navy in the 1970's,"
opl; cltay Yol. 8l, pa &5 (AD 749913).
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generation seems to go through the same process,
any given later generation will have started at i
a more liberal or left position than the pre-
ceding one . . . the historical slope of politi-
cal attitudes among American college generations

. has been toward a more liberal position
over time . . .22

Numerous observers contend that beliefs in long-accepted pre-
cepts, and respect for them, are declining, along with acceptance
of authority and confidence in social institutions. British
political scientist Alastair Buchan cites "diminishing respect for
political leadership, divorce between social and political loyal-
ties, adjustment from rural to urban values, and the increaslig
dominance of the mass media."?23

T e

Some wax extreme and apochryphal in ascribing a trend affecting
part of society to the entire society, such as in this partially
doubtful assertion: '"'The old paradigm, according to which man is
engaged in a continuous, selfish struggle for his advancement, more
in the \material than in the intellectual or moral sense, is dead."24

In a study discussing status, stratification, status escalation,
rising levels of competence, and rising expectations, it seems
appropriate to cite a number of analysts of what is happening among
American values; for values are fundamental determinants of politi~
cal, economic, and soclal forces which are manifested in motivations
and attitudes, and eventually in decisions, statutes, and policies.
The primary fuels of status escalation in any society include that
soclety's values.

The classic descriptions of the "American character' by De
Tocqueville, Bryce, and others brought out two sharply contrasting
sides: (1) anxious conformism, emphasis on socially-defined suc-
cess; a tendency to 'escape into the crowd" rather than to look
within, and emphasis on work and leisure, on quantity over quality, |
and on varied activity rather than deep experience, (2) genuine |
humanitarianism, capacity for self-awareness, aesthetic sensitivity,

22geymour M. Lipset and Everett Caroll Ladd, Jr., "College
Generations from the 1930's to the 1960's." The Public Interest
Fall 1971, pp. 99-113

231gp11apse of Leadership," Editorial, New York Times, May 11, 1974.

24prom a brochure advertising K. F. Riegel, ed., Intelligence:
Alternative Views of a Paradigm (New York and Basel, Switzerland:

S. Karger, 1974).
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readiness to identify with the underdog. Certain obser.ers have,
of course, constructed intermediate prototypes; and all prototypes
contain a number of subvariants. V. L. Parrington sald that a
major dynamic In America's Intellectual and instltutional history
is the conflict between authoritarian and equalitarian concepts

of man and society.25

Warner discerns another basic conflict in the American ethos.

He says the American Dream contains two propositions: all of us are
equal; and each of us has the right to a chance of reaching the top.
These are mutually contradictory; for if all men are equal, there
can be no top level to aim for, no bottom one to get away from;
there can be no superior or inferior positionms, but only one com-
mon level into which all Americans would be born and in which all

of them would spend their lives. We all know such perfect equality
of position and opportunity does not exist; all Americans are not
born into families of equal position. Still, we recognize that,
though it is called a Dream and though some of it is false, by
virtue of our firm belief in it, we have made some of it true.

Dr. Robin Williams expresses his belief that the United States
has "several functional elites, performing ditferent major sets of
societal tasks." A highly differentiated society, it combines
functional inequality with relatively rapid and massive movement
toward ". . . a good measure of econcmic equality . . . [in addition]

to the civil and political equality won during the past three
centuries.'27

Kurt Lewin diagnosed the American personality as a small core
of private self, surrounded by a larger area of public view, not so
easily hurt. He contrasted this with, for example, the German
personality, in which the public area is much smaller and the
private area much larger. He said the American personality needs
include greater needs for adjustment, not so much to feed personal
integrity and super-—ego as to get along socially without friction.

25p. J. Levinson, "Authoritarian Personality and Foreign Policy,"
Journal of Conflict Resolution, March 1957, pp. 37-47.

26\, Lloyd Warner, Marchia Meeker, and Kenneth Eells. Social
Class in America (New York: Harper and Row, Publishers, 1949), p. 4.

27Robin M. Williams, Jr., "Changing Value Orientations and
Beliefs on the American Scene,' Illinois in Transition. Report of the
State of Society Conference for Church Leaders, Dec. 7-9, 1965.
(Monticello, Tllinois: University of Illinois, 1965).

28kurt Lewin, Resolving Social Conflicts (New York: Harper, 1948) .
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This estimate is largely substantiated by David Riesman, who
observes that the American need to get along with others is in a
superficially harmonious manner but without deep personal cmotional
commi tments; and psychologist Karen Horney and political scientist
Robert l.ane appear to ngrve.zg

Several analysts discern shifts in American values :

Anthropologist Clyde Kluckholn suggests that the United States
has experienced a set of changes in values resulting in heightened

emphasis on group rather than individual goals, on security rather
than future success, on adjustment rather than competitive achieve-
ment, and on expressive rather than instrumental values.

More specifically, he suggests eight appraisals:

1. Strictly personal values have given way, in favor of more
publicly standardized "group values," whether those of a community,
an organlzation, or a profession.

2. More emphasis is being placed on psychological desiderata
relating to mental health, the education and training of children,
and self-cultivation (as an adaptation of "normality" in group

living).

3. Respectable and stable security has risen in the scale of
values at the expense of high aspirations and effort directed at

long-time future success.

4. Aesthetic values have received increasing favor.

5. Participation in organized religion has risen in approval,
but the emphasis seems to be heavily on group affiliation and

stability rather than on intensified personal religious commitment.

6. Heterogenelty in certain respects is beccming a principle
of organizing the value system; variety is valued for itself.

7. Ideals for women have changed, as have sexual codes.

8. There 1s decreased concern for abstract siandards; greater
emphasis is placed on explicit values.

2

29pavid Riesman, et al, The Lonely Crowd (New Haven: Yale
University Press, 1950): Karen Horney, The Neurotic Personality
of Our Time (New York: W. W. Norton & Co., Inc., 1945): Robert
E. Lane, Political Life (New York: Free Press Macmillan, 1959).

30yi11iams, Illinois.
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Psychologist Philip Slater identifies two cultures in America:
the old scarcity-oriented technological culture, which is pre-
dominant; and an amorphous counter-culture, which challenges it.
This tension has reversed some priorities of the old culture which,
Slater says, gave preference to:

property over personal rights
technological requirements over human needs
competition over cooperation

violence over sexuality

concentration over distribution
producer over consumer

means over ends

secrecy over openness

social forms over personal expression
striving over gratification

oedipal love over communal love.3l

The implication here seems to be that the left-hand element of
these equations is old and bad, and that the right-hand member is
new and good. These sweeping implications seem partially untenable.
Each equation would be more useful if evaluated under the circum-
stances to which it is expected to apply. Nevertheless, a number
of these propositions indicate potential general value shifts which
may become important in analyzing and coping with future value
orientations of young people.

Little and Gordon, of the Institute for the Future, provide
still another account of value shifts as they see them, in holding
that the following statements are becoming more representative of
the majority of Americans:

-Sensing that information is sometimes manipulated to obtain
certain behavior--for example, by government to cbtain support of
its programs or by business to obtain customers for its praducts.

31philip Slater, '"Cultures in Collision," Psychology Today, July
1970, pp. 61-69.
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-Belief that profits no longer can justify business actions
which impinge on the public interest.

-Belief that the Protestant ethic may no longer hold, that
work in the public interest may be better than work for economic
gain.

-Attributing to the seller the responsibility for his product,
both in its intended use and in its side effects.

~Acceptance of the fact that progress has costs, monentary as
well as environmental and human, and that progress for its own
sake or for economic gain may no longer be totally acceptable.

-Crowth of a new humanism, an exploration of new states of con-
sciousness and awareness of being, which promotes community,
touching, and sensitivity and encounter groups.

-Dissatisfaction with the inequities in society, particularly
those which appear to be structural attributes to the system. These
inequities include, for example, the poverty gap and differences
in health delivery and educational opportunity.

-A view of the United States, at times, as a potentially violent
nation, aiming nuclear weapons and being target in turn, very
advanced economically but impoverished and blind in important social
domains. 32

In 1966, an extensive Delphi survey was conducted by Dr.
Nicholas Rescher of the University of Pittsburgh, and Dr. Olaf
Helmer, of RAND, to appraise a number of widely expressed proposi-
tions about changing American values--what the authors called
"folklore''--in order to elicit appraisals of whether the cited
trend was, in the consensus among the selected professional
respondents, true or false. The propositions appear below, each
followed in parenthesis by the resulting consensus:

-That we are losing our commitment to values in general.
Nothing is dear to us throughout our lives; we choose only what
momentarily fills the gap. (Probably false)

—That we have lost our attachment to the serious values that
reflect genuine human needs (health, friendships, freedom, etc.);

32Dennis L. Little and Theodore J. Gordon, "Some Trends Likely
to Affect American Society in the Next Several Decades." Working
Paper WP-16. Middletown, Conn.: Institute for the Future, April
1971,
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increasingly we value what is essentially frivolous (escape,
diversion, amusement). (Probably false)

—That our values are becoming more and more man-directed
(health, success, group—acceptance) and less and less God-
directed (living God-fearing lives, doing God's work, accepting
what God ordains). (True)

-That our traditional commitments to moral values are going
by the board. Honesty, probity, etc., are becoming obsolete.
Moral indignation is out of fashion. We are less and less prone
to bring to bear the ideas of right and wrong, and are increasingly
diffident about our ability to make such discriminations. (No
statistically significant agreement).

—-That we are becoming more and more materialistic. The
spiritual qualities of man are no longer precious to us. (No
statistically significant agreement).

—That American values are going to pot. The traditional
American value foci (country, honor, independence, probity, etc.)
are becoming things of indifference to us. They are no longer
upheld or worried about. (Probably false)

—That our taste and our aesthetic values in general are being
debased (by mass-culture, television, pulp magazines, etc.)
(Probably false)

—-That our values are becoming more and more social values, with
less and less emphasis upon individual values (e.g., social
injustices worry us more than individual ones). (Probably true) 33

Dr. Nicholas Rescher highlights a few impacts of exploding
population. There is increasing crowding in the land, and in its
population centers in particular. There is the especially unstable
side effect of "Category crowding.” We have to deal not just with
more people, but with more senior citizens, more college students,
etc. The sheer volume of people has a seriously erosive effect on
a whole list of American values ranging from privacy to the cherished

right to be treated as a person.34

33Kurt Baier and Nicholas Rescher, eds., Values and the Future:
The Impact of Technological Change on American Values (New York:
The Froe Press, 1969), pp. 135-147.

341pid., p. 87.
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Herman Kahn and Anthony Wiener express misgivings about cer-
tain shifting values. As a result of affluence and other develop-
ments, they say, there is a decline in the values of work and
national service which may have some destructive effect. Thus there
may be a great Increase in selfishness, a great decline of interest
in government and soclety as a whole, a rise in the more childish
forms of Individualism, and the more antisocial forms of concern
for self and perhaps immediate family.35

Baier and Rescher foresee the possibility of a different out-
come. The prospect of self-advancement has been an important
American value in the past; we shall reach the end of an era in
this regard. Social adjustment and the acceptance of a value-
pattern based on socio-economic realities may well prevail over the
older vision of a heroic drive towards outstanding achievement. The
group-adjus tment point of view may well be expected to predominate.3b

Dr. Richard Farson, among many important special issues that
could be (and have been) raised, singles out one impact of change
that appears likely to generate further ferment in American society:

As science and technology give us more and more
control over heredity, and over the thoughts and
behavior of others, we are becoming alarmed about
wiretapping, psychological testing, computerized
dossiers, psychologically-coerced confessions,
and the like. We must deal with our new power by
reducing deception and secrecy. In the long run
people will not, without protest, permit unlimi-
ted information about themselves to be collected
and stored in data banks or in thick personnel
folders to which they have no access. Further-
more, people will not submit to psychological
tests of any kind unless they are sure that such
tests are designed to benefit them. People will
resist giving personal information to anyomne;
they will refuse to subject themselves to unclear
procedures as they become more aware of the con-
trols that can be exercised over them. There
will soon be sweeping legislation that will
radically change our practices of record-keeping,
testing, experimentation, investigation, and
communication--and these changes will not be in
the direction of Orwellian cradle-to-the-grave
surveillance, as some writers have suggested,

35jerman Kahn and Anthony Wiener, The Year 2000 (New York:
Macmillan, 1967).

36Baier and Rescher, op. cit., pp. 86-87.
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but rather in the opposite direction. More-~
over, as the communication network becomes
larger and more finely-meshed, 1t will bhe
harder, not easlier, to conceal or distort the
"facts behind the news," and thus manipulate
or control opinion.37

Finally, it appears timely, for the benefit of all institu-
tions interested in shifts among American values, to cite the
apparent rising significance of ethics. For example, in October
1971, a group of 21 eminent scholars and professionals, partici-
pants in a symposium sponsored by the Joseph P. Kennedy Founda-
tion, signed a statement urging that wisdom and ethics--and not
mere knowledge--become determining factors in conducting technologi-
cal advances affecting human life. One speaker said that ethical
dimensions of technology were being largely ignored by both
scientific and medical institutions.38 At the same conference, it
was startling to hear a comment by Herman Kahn, an eminent and per-
ceptive futurist, involving ethics, the explosion of knowledge, and
whether or not the momentum of technology should be subject to any
restraints external to 1tself:

Now this is very hard for me to say . . . but the
knowledge and technology that are now becoming
available are very hard for society to absorb,

so we may well need an ''index of Forbidden Know-
ledge'" . . . A good deal of genetic engineering
looks to me as though one might be better off
without it . . .39

One of the most significant surveys of the values of current
American youth was recently reported by Daniel Yankelovich.40 The

37Richard E. Farson. "Bill of Rights for 1984." In Mankind
2000 (London: Allen and Unwin, Ltd., 1969), p. 190.

38"Ethics as a Factor in Scientific Galns Urged by Scholars,"
New York Times, October 23, 1971.

391bid.

40This substantial survey, sponsored by five foundations, is
Mr. Yankelovich's fifth survey on the values of American youth, and
will be published by McGraw-Hill in the fall of 1974. Some 3,522
persons between 16 and 25 were interviewed for 1-2 hours; 1,006
were college students, the rest workers. (Richard Severo, "Survey
Finds Young US Workers Increasingly Dissatisfied and Frustrated,"
New York Times, May 22, 1974, pp. 37, 70).
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survey presents evidence of substantial continuity in the trend of
college youth and working youth; it is noteworthy that in a number
of respects, working youth's values have reached the approximate
stage that college youth reached five years ago.

Callege Noncollepoe
Proposlition 1969 1974 1969 1974
Living a clean moral life 1s a very 45% 347 777 577
important value
Patriotism is a very important value 352 197  60% 407
Religion is a very important value 38% 28% 647 427
Believe that hard work always pays off 56% 447 79% 567
Would welcome less emphasis on money 73%  80%  54% 747
Casual premarital sexual relatioms 347 22% 577% 347
are morally wrong
Would welcome more acceptance of 43% 617 227 477

sexual freedom

In addition, 55 percent of Black youths consider this society
"sick," and 76 percent see it as undemocratic,4l

This substantial trend in value change will not be halted by
exhortation, but must be coped with by all major institutioms con-
cerned with socialization and institutionalization of oncoming
youth--for example, in organizational structures, procedures, pay
scales, and relationships. To some extent, the survey may indicate
comparable vaiue trends among older sectors of the population.

The nature, content, direction, and momentum .u.iong American
values are matters of concern to all major American institutions;
for whatever their specific functions and circumstances, each
institution will have to so adapt its organization, structure, and
procedures as to achieve compatability with whatever hierarchy of
values prevails among Americans during any period of time.

C. Knowledge and Information.

One of the most significant developments affecting modern

4lpred M. Hechinger, Jr., "Youth's New Values,' New York Times,
May 28, 1974, p. 37.
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society and stratification is the explosion of knowledge itself,
and in the requirements tgo employ proliferating knowledge.

We cite a few selected measures of the explosion in the know-
ledge and information becoming avallable to us:

As late as 1920 "it was still widely believed
that the Milky Way really comprehended our entire
universe, Only within the last 10 years have we
become fully aware that this galaxy of ours is in
fact but one among millions or perhaps billions
of such galaxies, lacing the hezavens, stretching
to distances of which the world of 1920 or even
1950 could have had little conception . . ."42

Daniel Bell, among others, predicts that the post-industrial
society will be a knowledge soclety, and that the most important
institution in future society will be the knowledge institution.43

Over the 500 years from Gutenberg in 1450 to 1950, some 30
million printed books were published in the world; an equal number
were published over the 25 years up to about 1968.44

Fremont Ryder, librarian at Wesleyan University, was in 1944
one of the earliest to raise the warning flag about the explosion
of knowledge. Ryder calculated that, on the average, American
research libraries were doubling every 16 years. He speculated
that by 2040, the Yale Library, for example, increasing at the
most conservative extant rate, will contain 200 million volumes,
with a card catalog alone employing 6,000 persons and covering 8
acres of floor space.45

42Caryl Haskins, President of the Carnegie Institution of
Washington, Presidential Report of 1965-1966 (quoted by Daniel Bell,
"Measurement,' p. 148.

433ee Daniel Bell's highly informative chapter "The Measurement
of Knowledge and Technology,'" op. cit.; Robert K. Merton, Social
Policy and Social Structure (Glencoe, Ill.: The Free Press, 1957);
and Fritz Machlup, The Production and Distribution of Knowvledge in
the United States, (Princeton: Princeton University Press, 1962).
I am particularly indebted tc Bell's data here.

44peter Drucker, "Evolution of the Knowledge Worker," in Best,

op. cit., p. 58,

45Fremont Ryder, The Scholar and the Future of the Research
Library (New York: Hadham Press, 1944), pp. 11-12.
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Between 1745 and 1785, the first two editions of the
Encyclopaedia Britannica were put together by one or two persons

attempting to include all human knowledge within thelr cognizancec.
In 1788, for the Third Edition, the edltors were forced to seck
the assistance of a few speclatlists. The 1967 cdition, on the
other hand, used 10,000 recognized experts.

The flrst scholarly journal to survive was the Philosophical
Transactions of the Royal Society of London published in 1665. By

1800, there were 100 scientific journals; by 1850, 1,000; by 1900,
10,000, In 1830, a "critical mass" of 300 important journals was
reached, and so the first abstract journal appeared. By 1950, there
were 300 abstract journals in circulation.46 (How does one abstract
abstract journals?)

The same exponential growth has occurred in the production of
scholarly papers. Entries in Physics Abstracts have doubled about
every 15 years, and reached 180,000 papers by the early 1960's .47

A cooperative project was begun by the National Science
Foundation and the American professional societies after World War
II, called the National Register of Scientific and Technical Per-
sonnel. The first Register listed 54 scientific specializations;
20 years later, the Register listed over 900 distinct specializa-
tions .48

Fritz Machlup estimated that in 1958 about $136.5 hillion
(29% of the GNP) was spent by the United States on all forms of
accumulating, organizing, and disseminating knowledge.49

The category of Professional and Technical Persons expands
faster than the population and the work force. This trend, illus-
trated in the following table, particularly affects the upper levels
of any organization grade structure (and hence the whole grade
structure) in all major social institutions employing professionals,

scientists, and specialists:

46Derek Price, Science Since Babylon (New Haven: Yale Univer-
sity Press, 1961), p. 96 (cited by Bell, "Measurement," pp. 164-165.

47Bell, "Measurement," p. 166.
481bid., p. 173.

49Machlup, op. cit., pp. 360-361.
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Numbers of Professional and Technical Persons

1947: 3.8 million

1964: 8.5 mill!on

1975 (projected): 13.2 million (14.9% out of a projected
American work force of 88.7 million). If managers, officials,
and proprietors are added, this grouping will contain 25.37% of
the working population--in essence, the educated class of the
United States.>0

In 1930, the United States had about 46,000 sclentists; in 1964,
about 475,000. Engineering, the second largest occupation (and
largest for men), increased from 535,000 in 1950 to 975,000 in
1965; engineers are expected to number 1.5 million by 1975. Between
1930 and 1965, while the work force increased by 50 percent,
engineers increased by 370 percent and scientists by 930 percent.>l
It might be noted, in passing, that among scientists and engineers
employed by the Federal Government, the largest number are
employed by the Department of Defense.5’2 Such changes constitute
one powerful thrust affecting the attempts of government agencies
to devise appropriate grade structures that will be stable for more
than a few years.

Bell foresees the Scientific City of the future, in which three
classes are foreshadowed:

A creative elite of scientists and top professional adminis-
trators, a middle class of englneers and the professoriate, and
a proletarfat of technlcians, junlor faculty, and teaching assis-
tants.

there is already an extraordinary differ-
entiation within the knowledge society, and the
divisions are not always most fruitfully explored
along traditional class lines of hierarchy and
dominance, important as these may be. There are

50Bell, "Measurement," pp. 200-201.

511bid., pp. 201-202.

521919., p. 212, In addition to scientists, academics, and
other specialists who are permanently employed by the government,
and exclusive of those others who serve the government intermit-
tently as consultants, some 4,628 college and university faculty
members, as of December 1972, were serving on federal advisory
cormittees; from the top 50 schools alone, 3,007 such representatives
served. Murray L. Weidenbaum, "Academics on Government Committees:
Corrections," Change, Vol. 6, No. 5 (June 1974), p. 4.
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other sociological differences as well. In the
social structure of the knowledge society, there
is, for example, the deep and growing split
between the technical {ntelligentsia who are
committed to functional rationallty and tech-
nocratic modes of operatlon, and the lliterary
intellectuals who have become increasingly
apocalyptic, hedonistic, nihilistic, and the
like. There are divisions between profes-
sional administrators and technical specialists,
which sometimes result in dual structures of
authority, for example, in hospitals and
research laboratories. 1In the universities,
there are divisions. Any further exploration
of the knowledge class would have to explore

in detail these varying patterns of stratifica-
tion and differentiation.53

One simplified analysis of the routes of access to power in
society has three alternative bases, all present in varying pro-
portions:

Base of Power Mode of Access to Power

property inheritance
entrepreneurial ability
condotierri methods

skill education

political office mobilization
co-optation

Emerging as the chief determinant of the stratification of
Western society is education; and as the society approaches becoming
a "meritocracy," the skill-education channel emerges as the most
important route to power and influence for the vast majority of
persons . 54

D. Education

Education and advancing technology are probably the two most
powerful agents of social and cultural change. It has been one of

53Bell, "Measurement," p. 199.

541bid., p. 160.
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the prime features of the American Dream to press for higher edu-
cation, primarily (perhaps) as an indispensable means of achieving
upward political, economic, and social mobility.

America early adopted as 1its educational objective nothing less
than mass education, whereas practically every other soclety has
been content until recently with education of the small minority of
elites sufficient to administer the affairs of the polity. America
did not achieve its objective soon, or easily, or cheaply; but it
has never stopped trying to attain it, and its efforts continue
with unabated vigor today. Within the recent decades, the dimen-
sions of educational endeavors have burgeoned incredibly, though
the roots of the effort extend back a long way and illustrate the
interrelatedness of major social movements along many lines con-
currently.

Many trends in education affect the competence, skills, socio-
economic status, and expectations of oncoming generations, and
directly affect the allocation of work, statuses, rewards, and
productivity involved in every major institution.

In addition to cultural forces emphasizing motivation toward
education, several long-term social changes had to take place in
order to make widespread education possible. One was public reac-
tion against child labor; the final stages of this objective were
achieved by New Deal labor legislation, so that today almost 99
percent of school-age children attend school.?5 A parallel
development was the growth of compulsory education statutes; while
the earliest such statute was enacted by Massachusetts in 1852,
fourteen states did not enact them until the 20th century. As of
1955, compulsory education laws were in force in every state of
the Union--in one state (Maine) covering the years through the age
of fifteen, most through sixteen, and a few through seventeen and

eighteen. 50

A third contributing development, linked to the other two, was
the lengthening of the school year. In 1876, when America was still
a rural nation, the average number of days in the school year was
80; in 1916, 121; in 1936, 1465 in 1960, 160,57

55Ben J. Wattenberg and Richard M. Scammon. Ihis USA (Garden
City, NY: Doubleday and Company, Tile. )5 s 209

561bid.

571bid.
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How many years of education do Americans receive today? In
1910, 17 percent of American youth aged 25-29 had graduated from
high school; in 1920, 21 percentj in 1930, 27 percent; in 1940,
38 percent; in 1950, 53 percent, in 1960, 61 percent; in 1964, 69
percent.58

The relevant statistics can be presented in a number of useful
ways; we have recourse here to a few selected measures which sub-
stantiate the relentless spread of education, particularly among
selected age groups. For example, these figur<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>